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I ABSTRACT

A "This OSD-directed study determined the feasibility of consolidatirs

real property maintenance activities (RPMA) for all sorvices in the

Panama Canal Zone. It considered feasibility with regard to geographic.

functional, and economic factors. It applied the continuing objective

of DOD policy and guidance which is to ensuwe that RPHA at military

I installations is consolidated where such action Is cost effective and

does not result In missi:n impairment. The study showed several approaches

to consolidation to be feasible though hardly equal. One alternative.

a single manager concept, was found superior to the others. However. it

was recommended for Implementation only if tied to a longer-term goal

of concolidating and standardizing all Base Operating Support (BOS) for

the three services. Becauaw of delays in working out Treaty details

and Treaty-induced turbulence in general, implementation of the RPKA phase

of BOS consolidation should be postponed for from I to 2 years. This

evolutionary approach to all D)S will minimize short-term transition

difficulties. maximize long-term savings to DOD in Panama. and set a

standard for much wider application later.
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SUMMARY

The primary objective of this OSD-directod study was to determine
the feasibility of consolidating the management and execution of real
property maintenance activities (RPHA) for US Army. US Air Force, and
US Navy Installations in Panma following Implementation of the new
Panama Canal Treaty. It considered feasibility with regard to geographic.
functional, and economic factors. However. the study analysis also
conaidered the desirability of consolidatito because feasibility is a
relatively weak criterion. Desirability is a stronger notion, requiring
that an .PMA alternative lead to net benefits that are likely to be
superior to those for the current method of operation (0C0).

The study repcrt compares several explicit alternatives for managing
and executing RPVA in Panama. Consolidation under a single manager (Army)
with work reimbursement through a revolvIng fund is :he most extreme major
consolidation considered in detail. Also analyzed are partial consolida-
tions under separate dual managers (Army and Air Force) with interservice
reimbursement in accordance with comprehensive Interservice Support Agree-
ments (USSAs). The 0CM is included as a base case for comparison and as
a feasible RPXA approach in its own right. The major alternatives to the
040 depend heavily on current Army and Air Force practices; the single
manager concept is based almost entirely on Army mattods.

Initially emphasis was given to quantitative comparison of the major
RPNA consolidation alternatives. Unavoidably, the quantitative compari-
son of alternatives was liable to more uncertainty than has been encoun-
tered in most other consolidattoai studies. Comparing installation and
RPHA data submitted by the three services is inherently more uncertain
than would be a ccmparison Sased on dsta submitted by only one or two
services. Thia is because the three services apply somewhat different
definitions of RPMA, itrvoke different manning procedures, and fo',low
different reporting systems. For example, in converting all management
and overhead elements of the CM to the Army approach without consolida-
tion, this study generated a 0C0 variation with 2.9 percent fewer people
and 3.3 percent less annual salary. This theoretical 04D variation
provides one measure of uncertainty in the interservice sense.

Significantly, the C0M today reflects many positive results rf past
intraservice and interservice analyses of RPNA and other functions of
Base Operating Support (BOS). To varying degrees, the 040 already
involves intraservice organizational consolidation, intraservice consoli-
dation of some RPWA shop functions, and interservice consolidation of a

vii



,, few other XPMA (or RPMA-Ilke) functions. This feasibility study devoted
almost all its attention to quantifying the potential for change in
RPMA management and overhead spaces. But because Panama RPgA over the

years had already become partially consolidated and centralized, espe-
cially In management and overhead functions, the potential for savings
in those elements had already been heavily exploited in the intrassrvice
sense. In Panama in 1978, management and overhead spaces accounted for
about Ih percent of total RPdA strength; the shop force crprised the

other 811 percent. The services themselves pointed out that the RPMA shop
force in Panama probibly provides a greater potential for savings than do
the management and overhead elements. Yet, this study's quantitative
analysis left the shop force largely intact for two reasons. The first
was to assure equal level of RPA service in the short run. The other in
because there is as yet no sound basis for comparing the productivity of
shop labor amot,g the services, between military and civilian spaces, and
between US and Panamanian employees.

This study finds that all the RPMA alternatives considered are
feasible. Ignoring changes not directly attributable to consolidation,
the study finds that the changes in RPMA management and overhead strengtn
would be relatively slight under the dual manager concepts. Even with
the prospect of discovering some relativ- shop force savings during and
after imp.ementation planning, this study does not regard the dual
manager concepts as desirable or preferabie to the 040.

The single manager concept for kPXA-only consolidation does offer
greater relative savings in the management and overhead speces in the long
run. Ignoring changes riot directly attributable to consolidation, the
study finds this relative saving to Se abnot 2.6 percent of the total RPA
force and about 4.6 percent in salary costs. To its favor, the single
manager concept also provide" the prospect of later discovering some
relative savings in shop forces during and after implementation planning,
but as notes before, not all these would be directly attributable to
consolidation.

The study team considered two extensions of the four major RP4A
alternatives evaluated.

First, the services in Panama suggested that the (NO could exploit
ISSAs to a greater extent than in the past and thereby meet or improve
on other alternatives. The study team considered the enhanced (HO/ISSA
approach to be too self-liLiting in the long run because it retains
multiple management and overhead structures. Furthermore, the team fore-
saw disadvantages in multiple manager concepts for dealing with the new

* * problems that will arise in the later years of the Treaty and after its
expiration.

r LVit
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Second, the study team introduced an even broader single manager
concept than the original RP1A-only single manager alternative. This
broadened concept consolidates all SOS in the long run, not simply as amixture of existing service systeu', but rather into a new standardized

approach for operating. fundint, and reporting. The concept fits OOD's
notion for a single Defense Complex Panama but admittedly extends the
"considerations of this study beyond its originally assigned scope.

.•Although not everyone to as enthusiastic about this broader approach an

In the study team, many do agree that it presents a feasible and desirable
-long-ter target. it oquals or exceeds the advantages of the RPHA-only
alternative while overcoming most of the latter's disadvantages.

The study recommends that as part of a firm long-term commitment to
full. standardized WS consolidation, Implement RPMA consolidation under
a single (Army) manager with reiabursearent through a revolving fund.
Vasing Army procedures, implement the RPMA phase in 1 or 2 years at the
earliest, thereby allowing much needed reconciliation of current Treaty-
related uncertainties. Augment the usual in-theater Implementation staff
with about 10 outside experts with general skills in planning and partiz-
ular skills in personnel management, funding, and reporting procedures.

7 i
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US ARMY. AIR FORCE, AND NAVY RPMA CONSOLIDATION
IN PANAM4A--A COST-BENEFIT ANALYSIS

I. OBJECTIVE

.. I. Purpose.
a. In performing a cost-benefit analysis. tois study had a

tvo-fold purpose:

(I) Investigate the feasibility- of consolidating the

management and execution of real property maintenance activities (RPMA)

for US Armv, US Air Force, and US Navy installations in Panama considering

geographic, functional, and economic factors; and, if consolidation is

feasible.

(2) Provide a preliminary assessment of whether or not
I/

consolidation is desirable.-

b. The possible outcomes of analysis could be:

(I) RPNA consolidation is infeasible with no need for

follow-on implementation study and planning.

(2) RPMA consolidation is feasible but clearly undesirable

with no need for follow-on implementation study and planning.

(3) RPMA consolidation is feasible but neither clearly

uesirable nor clearly undesirable with need for follow-on detailed

implemetntation study to resolve the question of desirability.

* . I/ Fessibility and desirability are defined in paragraph 2a.

iW
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(4) RPMA consolidation is feasible and clearly desirable

with implementation study an. implementation to follow.

2. Some Key Distinctiont and Definitions.

a. Fgasibility arid desirability. This study defines two

criteria for ranking alternatives:

(1) Feasibility. An alternative is considered feasible

when that approach provides a level of RPKA service at least equal to

that of the current method of operation (C0O) without much, if any,

increase in personnel spaces or costs.

(2) Demirability. An alternative that Is desirable to the

point of being preferred to the CO must be feasible and must offer

prospects for significant savitigs in manpower (or other costs) and/or

improved level of service. Desirability in a etronger notion than

f*asibil ity.

b. Consolidation and centralization.

(1) Consolidation means to join within a single o:ganiza-

tion. The elements of an organization may be consolidatfj without

being collocated.

(2) Centralization means to bring together at a single

location. RPKA elewants of different organizations may be collocated

(hence, centralized) without being consolidated.

3. backjt rund.

- - a. A continuing objective of Department of Defense (DOD) policy

and guidance is to consolidate RPA geographically at military

ia
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installations where such action does not result in misrion Impsirumnt

and is otherwise cost-effective.

b. DOD memorandums/ dated 18 and 19 October 1978 (see Annex A),

included planning guidance for US military installations in Panama with

r•spect to conducting a three-phased study on consolidating Base Operating

Support (BOS). The Secretary of the Army was designated DOD Executive

Agent for study of RP.A consolidation (Phase 11 of the three-phased

study). The US Army Chief of Engineers. in turn, tasked the Engineer

Studies Center (WSC) to study consolidation of Army. Air Force, and Navy

RPM4A in Panama.

c. This study was directly sponsored and supported by the

Directorate of Military ProgramcL, Otfice of the Chief of Engineers,

Pepartment of the Army. K'e.mbers of that Directorate provided study

coordination through the services' points of contact (POCs) in Panama.

with parent commands in the Continental Unite. States (CONVS), and with a

special Tri-Service Coordinating Committee (TCC).

4. Study Scope.

a. In considering different kinds and degrees of RPKA consolida-

tion in Panama, this study conducted a cost-benefit analysis to answer

the following major questions about the post-Treaty period to 1999.

2/ DOD, ASD(MRA&L), Memo, Planning Guidance for VS Nlit&EZ Instal-
latiots in Panama. nnd DOD. DASD(I&H), Memo, Implementation of DOD
Planningt Relevant to (IS Milita.r-lnstollations in Panama.

3
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,I (1) Is furthtr RPMA cousoi iAtion fe*sible?

(2) Is further RPYMA consolidation desirabW7

b. The study taskers asked ESC to iddresb the following

spccific i~sues and factors.

(I) Consolidation under a single ser-ýice.

(~) Consolidation on a geographic basis (e.g., with th.:

military installations clustered in three areas of Panama (Atlantic.

Pacific Northeast, and Pacific Southwest) under the dominant service In

each aret).

(3) Continuation of the current organizations.

(4) Fatablishment of an industrially-funded orgavization.

(5) Inclunion of the maintenance and repair of administra-

tive transportation equipment along with RPMA.

(6) The need for a complete ani self-sufficient RPMA orgsa-

nization to incorTorate other eleuent!k of WlS •a•ch a• Rupply, procurement,

family housing m.anagement, and civilian personnel administration to the

extent necessar.. to the consolidated organization.

(7) Real estate recordkecping.

(8) Impacts on management structures of more or less

contract ing.

c. At its outset, this study was intended tn confine its

attention to RPIA and only those other functions of 1POS critical

4K a



tn RMPA. The Zour original org8nizational slterattives considered

disregarded other BOS and total DOS. As the study developed, it became

necessary to broaden the perapective beyond the largely RPMA-only view.

d. The study Is not an implementation study. Hence. it does

not include an implementation plan. Therefore, the study does not:

(1) Identify specific real estate and facilities that

alternative RPIFA organizations would occupy.

(2) Estimate the time required for implementation of

alternatives. (However, the general experience of other RPHA consolida-

tions suggests that implementation probably ieould exceed 18 months.)

(3) Include environmental impact statements corresponding

to alternatives involving change.

(4) Address specific requirements associated with obtain-

in& approval or Initiating changes in RPIMA funding.

(5) Develop detailed manpower documents or authorizations

as would a formal manpower survey.

e. The balance of this Main Paper:

(1) Discusses study constraints and assumptions in Sections

II and 111, respectively.

(2) Briefly 4escribes the RPHA CMO and introduces the prin-

cipal RPMA alternatives with explanation of how these were selected for

__.. .. _ ____ _ _ _ _ _

I -



!I

detailed comparison from nmog the much larger number of Imaginable

- - choices (Section IV).

"(3) Outlines quentitative analysis ethodolo&v ane its

application in Section V (covered in more detail principally iv& Annex U

and its appendixes--Volume II). The section notes some necessary adjust-

mente to the basic quantitative method.

(4) Summarizes and Inte*t'ates the results of quantltative

analysis and findings (including adjustments in the light of recent

practical experience of the San Antonio Real rroperty Maintenance Agency

(SAR'MA)). That experience is reported in Section VI and In Appendix H-3

cf Volume II.

(5) States conclusions about the feasibility and deuir-

ability of RP!A.A consolidation and closes vith a recommendation made

conditional on a broader approach to all BOS (Section VII).

6
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1r 11 I. CONSTRAINTS AN~D THE.IR SGIIAC

5. Level of Ser~lce.

I •a. Given the continuing DOD objective of consolidation, an

alternative must provide "at least the same level of service" as the

040 to be considered feasible. There is widespread agreement that this

phrase verbally describes the single west important constraint on consol-

idation. There is not widespread agreement about the appropriate quanti-

tative expression of the verbal description. In earlier work, the ESC

study team equated "level of service" with the size of the shop or direct

labor force. As long as an alternative did not reduce the size of the

shops, it was considered capable of providing the sawm or better level

of service for all shop functions. Admittedly, poor management and

administration can reduce a shop force's level of service, but poor

manogtonnt is avoided in implementing R'MA alternatives. Similarly,

completely neglecting the supply of materials would soon degrade the

level of service, but again it was assumed that supply-constrained alter-

natives would not be Implemented.

b. If a reduction in the level of RPMA service were permitted,

many alternatives with fever spaces and lower costs than the CHO would

becoe feasible. (For examplo, a very low le.el of services could be

provided by a very small number of people.) Furthermore. there would

hove to be a much sore elaborate quantiLative definition instead of the

7
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,L relatively simple set of constraints requiring shop strengths to remain

the same. In particular, it would become necessary to express the

tradeoffs in performance among different functions.

c. For Army installations alone, there seems to be little

dispute about equating same level of service with the same shop strengths.

S* However, because the different services apply different ratios of shop-

to-overhead strengths, the Air Force (with the appearance of higher over-

head) argues that level of service is highly sensitive to overhead.

There probably is merit to this assertion in the multiservice senoe.

Therefore, the study team made some adjustments of overhead strengths

for affected alternatives.

d. Imposing a requirement for equal shop strength in order to

assure at least the same level of service in the short run excludes

roughly 82 percent of the total RPMA strength from reductions. By

default, reductions must be drawn from the overhead strength, constitut-

ing only 18 percent of total current strength. The services themselves

pointed out that the RPKA shop force in Panama probably provides a

greater potential for Aavings than do the management and overhead elements.

Yet, this study of the feasibility of R;,MA conatlidation did not address

the shop force. But even if it had, there wouI6 have been practical

difficulties. The foremost of these is that there is as yet no sound

basis for comparing the productivity of shop labor among the services,

between military and civilian spaces, and between US and Panamanian

eumployees.

8
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e. Other feasibility studies have usually been able to justify

consolidation on the basis of savings in the management and overhead

elements, leaving the promise of additional savings in shop forces

unquantifled pending first implementation planning and then the close

real-time spaces management following implementation. But because

!'&name RPMA over the years had already become partially consolidated and

centralized, especially in management and overhead functions, the poten-

tial there had already been heavily exploited.

6. Standard Formits for RPMA Consolidation Cost-Benefit Analysis.

The DOD "Definition of DOD Executive Agent Roles vith Respect to Panama'6ý-

refers to the development of standard forsats for RPMA consolidation cost-

benefit analyses and implementation plans with expectation of the avail-

ability of those formats by the and of 1978. However, the Construction

Engineering Research Laboratory (CERL) was still developing the f-rmats

when this study was being prepared. Pence, this study has been patterned

most closely after an earlier ESC study.- That study, in turn, borrowed

5/
heavily in many respects fom CEPL Technical Report C-73'-- of June 1977.

" to 3S DOD. DASy(I&n), Memio ilP wentation of DOD Plannin. Relevant
Sto US DiltsArv Anstallatnons In PanarniS4/ ~~DA, USAESC, ArM and rftTC IRPMA Consolidation in the ,National8_

Capial Reation.
-57 DA. OCE, CML, Consolidattcn of RPMA at Feaetteville, NC.

9
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III. ASSUMPTIOIS AND THEIR SIGNIFICANCE

7. Relevance of Historical Data.

a. Idea) y each alternative RPMA consolidation should be triedI •and proved against realistic future workload requirements. However, in

this case realistic future workload requirements are someshat umcertain.

For exmple, many of the details of the Panama Canal Treaty that will

have RPHA implications have not yet been worked out between Panama and

the US.

b. Consequently, it is assumed that historica! vorkload is a

valid backdrop against which to evaluate RIMA organizational alternatives.

The assumption shifts emphasis away from estimating mbsolute changes in

personnel strengths ,nd costs to the estimation of relative changes. The

distinctiuo between absolute and relative comparisons is discussed at

greater length in paragraph 4 of Appendix H-3 (Voluwme I). Since future

workloads will change continuously, the various alternative organizations

will also change. However, the sm analytical procedures will produce

the same alternative rank ordering, by site and cost, as In the histor-

ical examination which uses FY 78 dats. That is, future workload anal-

ysis would still yield the saw relative ordering of alternatives, but

each organization would vary in total personnel strength.

c. ESC accepted workload data for "v 78 as repraseutati-o -!ýf
current and future requirements and considered that the RI4A organizations

were at constant 71 78 recognized leels.

V1
10
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I i 8. RPMA Technology. ESC assumed that technology for performing

RPHA tasks would remain constant despite chaiging attitudes toward

energy consumption and that new facilities may include some novel equip-

ment that may require new techniques or new schedule.. Some technolog-

- ical changes may affect absolute personnel strengths, annual costs, and

level of services without changing the relative ranking of alternatives.

9. Higher Level Orianizations. It was assumed that changes In RPI4A

organization. in Panama would not lead to changes in the strengths in

the engineer section* of the corresponding parent headquarters commands

in CONUS. For example, the US Army Forces Command (USAFORSCOH) engineer

is involved with so many other i-stallations outside Panama that changer

in Panama would probably have relatively little impact on FORSCON organi-

zation. On the other hand, establishment of a new funding system for

RPMA might well require the addition of spaces somewhe-e outside Panama.

10. Conparability of RPNA Data Among Services.

a. It is assumed that Interservice RPMA is comparable. Further-

"more, it is assumed that Air Force and Navy workload data can be trans-

formed into Army terms.

b. The services apply different definitions of RPMA, operate

-• .different tyes of RPMA organizattons with different structures, and

routine)- rec'nrd RPMA informazion in different terms. Moreove,', only the

,.0 -- Army poisesses m current staffing gu~de for garrison staffing.k/ Air

6/ DA, A!. DA PAN 37a-551, StaffinA Guide for US ArEm Garrisons.
Hereafter referred ,:o as Army Swafflng Guide.

.i!



I-
S.,* Force manning standards are under revisioa. The study team was able to

examins cse of t. s revisions In draft, but these applied to the shop,

not the management and overhead spaces. In early stages of study.

agreed to with soup reluctancz by all, with the recognition that the

results contained somewhat more uncertainty than would have data from a

single met of installations. Everyone agreed that a better approach

would have been desirable, but nothing better could be developed in the

time available.

IV. THY, CURRENT METHOD OF OPERATION AND
* . OTHER RPRA ALTERATIVES

11. Introduction. This section briefly describes the 040, not

just as a base case for comparison with major NPHA consolidation alterna-

* . tives, but also as a feasible RPMA approach in its own right. (Anmex C

and its &ppendixes (Volume II) contain a more detailed description of

COD.) In addition to the 040, this section describes the pr'incipal

features of the other original alternatives. Sections V and •!' detail

the method and results of coqparing these alternatives. More detailed

treatmenot of the features of the alternatives and comparisons among them

appear in Annex H and its appendixes (Volume II).

12

dI
, I*•



4 ~*12. Altemnative 1: CMD.

a. The Panama Canal and Its associated installations comprise

z relatively small geographic couplex (see Figure 1). The ends of the

Canal are roughly 50 miles apart. Host of the military installations

are "concentrated" around each end--bases at each end of the Canal are

separated by a few miles at soat. In fact, the 150,G30 acres under DOD

control Is less than one-fifth zhe sixe of Rhode Island.

b. In FTY 78, the RPMA workload accounted for approximately 1.5

million man-hours of direct, in-house effort. The Army performed 65

percent of the totel, the Air Force 26 percent, and the Navy 8 percent.

The Atlantic side absorbed only 20 percent of the in-house effort. On

the Pacific side, the remaining effort vas split 55 percent and 45

percent between the east and west sides of the Canal, respectively.

Ir addition, about $13 million of RPNA contract effort was expended.

c. The three services perform and define RPM differently.

Accounting procedures, labor shop divisions, and even RPFA functions, to

name a few. have developed separately from the some DOD guidelines.

This situation made it more difficult to compare organlzatlons for

consolidation. These differences and the services' current methods are

explained in Appendix C-1. Volume II.

d. Som RPHA consolidation already exists in Panama. For

example, the Army 1fl2A organization Is a 193d Infantry Brigade element.

Iwo
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f
Just as the 193d Infantry Brigade is a consolidated though multi-

- installation organization, so is its RPHA element. The other services

reflect similar though oy no means identical kinds of RPMA consolidation.

In addition, through Interservice Support Agreements (ISSAs), the services
S45

have already achieved partial RPMA consolidation for some functions.

Figure 2 shows the services' current organizations.

13. Reduction of the Number of Alternatives.

a. One might suppose with the number of US military install&-

"tions in Panama that there might be as many as 10 RPKA managers involved

in the C0O and that consolidation alternatives worthy of consideration

might include choices with from nine to one RPHA manager. But, as noted

in the preceding paragraphs on the CMO, the C0O already reflects a

degree of consolidation and involves only three principal RPMA managers.

This observation limits consideration to only alternatives involving two

managers or a single manager.

b. The geography around the Panama Canal and the placeme.•t of

US military installations are such that there are only three logical

clusters to consider--separately and in combination: Atlantic side of

the isthmus, east bank of the Canal on the Pacific side of the isthmus,

and vest bank of the Canal on the Pacific side of the isthmus.

c. The Army was considered the logical choice for single manager

because it is the designated lead service and the principal performer of

S-- RPIA in Panama. Because of the Navy's small role in the total RFKA

15
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workload in Panama, the Navy was excluded from consideration as one of

-• the dual managers in dual manager *41ternativee. The major alternatives

to the CMO depend heavily on current Army and Air Force practices; the

single manager concept is based almost entiIrely on Army methods. This

emphasis is entirely in keeping with precedent studies in which the

methods of the designated lead service predominate. Although an optimal

approach combining the best featurea from all services is an attractive

notion, the determinatton of such an ideal lies beyond the state-of-the-

art of feasibility study. An appeal to such longer-term ideals is made

in Sections V1 and VII in terms of important variations to the major

alternatives.

d. As noted above, the C0M is obviously a feasible RP?( approach.

Therefore, the CM4 is included in its own right as Alternative 1. ft

originally defined aad analyzed, the C0H an an alternative for the future

was asesumd to rely otu 1SSAs as did the r7 for the exemplar year 1978.

Following the quantiticive analysis of all four slte*natives, the services

suggested considerstion of an enhanced C04 more heavily dependent on ISSAa.

This enhanced Alt~rnative 1 was considered only to the limited extent as

mentIcnea in S4-tions V1 and Vii.

e. The tbove considerations permitted reduction of the totality

of imaginable alternatives to just the four major alternatives that were

quantitatively compared.

17A'
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14. Alternative& for Further RPIA Consolidation.

a. Alternative 2. This is the most extreme RPMA consolidation

considered and assigns the Army full responsibility for RPMA management

a.. and execution. Hovever, it preserves other services and installation

coimander prerogatives through implementation of a revolving fund for

reimbursement of all RFMA work performed. Figure 3 shows the organization

for Alternative 2.

b. Folloving the quantitative analysis of Alternative 2 and its

comparison with the 0O, the notion of Alternative 2 was generalized to

broaden consideration of its relation to total DOS, not just the part of

other SOS which supports RPMA. The study team had noted that the relative

changes in management and overhead spaces for Alternative 2 were not

great enough to disregard effects on other BOS. Therefore, it becm

necessary to introduce a variation to the original "R1P4A in isolation"

or 'IIPMA-only" Alternative 2. This variation ("Y" on Figure 7) is

contingent on longer-term consolidation of all BOS. The variation is

described only to a limited extent due primarily to time and data

constraints. However, the study's final recosmendation on RPM consoli-

dation is strongly dependent on the eventual approach to all BOS.

c. Alternatives 3 and 4. Both these alternatives place the

Army and Air Force in RPVA manager roles over different parts of the

geographic area. The Air Force is given responsibility for RPMA on the

Pacific West, and the Army is given responsibility for RPMA on the

18
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Atlantic and on the Pacific East. Figures 4 and 5 show the general

organizational outline@ for Alternatives 3 and 4. respectively.

15. Sumary of the Features of RPMA Alternatives.

a. Figure 6 summarizes several featurem (the similarities and

A- differences, it particular) of all four original RPHA alternatives

retained for comparison. 1he figure also highlights an enhanced CHO as

suggested by Panama and the expanded single manager for all DOS. It

also shows the method of RPMA management. the bosis for staffing, the

method of funding, the provision of other Installation support to R'

and some general remarks.

b. Figure 7 is intended to put the retnioed alternatives in

perspective with regard to the major consolidation variables. The

two parallel axes suggent that RPMA management avd execution can be

regarded somewhat differently with respect to consolidation!unconsolida-

tion and centralization/decentralization. The figure is not drawn to

scale. The aarkers representing Alternative 1 (the C0O) have been

positioned as a reminder that the C10 already incorporates some degree

of consol~dation and centralization. Alternatives 3 and 4 art shown

somewhat to the left of Alternative I on the management axis to sugest

only modest further consolidation of RPMA management. Alternative 2

(Zhe single manager concept with revolving fund) is still further left

because it is the most extreme RPHA consolidation given continued consid-

oration In this study. Stovepipe funding (identified as Alternative X)

20

S[l I



ILE

9K.

211



- ,6

'0 -1

I S.

* I

ata

"".. .

V



fA 14 Q1

bV4 44 t

6a .41 u- IV U %64U '

0 0

0-4 V4 9:6 W .

V-4 "1 41
u4 .. b.'

-4 V4

> 4 A~ 0 .

4. 00

-4 4

'.4 >.

0 4A

b4J -4 %64 M4

4%

II' 23 I0



4.1.

o 
IT T

L _o h

• ' t ®

i®I

• 24

ni 0



is even more extreme and directly funds a single RPMA manager over all

RPMIA, to achieve even greater consolidation and ,reater centralization

by further reducing the responsibility of installation coamnders for

RPHA. Alternative Y represents management consolidation to the point of

a single manager over all BOS--in effect, creating an installation

management command. Alternative Y is beyond the scope of this study,

but something akin to Alternative Y is clearly part of DOD's longer-term

considerations for Defense Complex Panama. In particular, DOD designated

consideration of RPMA consolidation as a Phase II action and considers- !

tion of other BOS as a Phase III matter. However, this study found that

it could not safely consider RPHA in isolation, that the separation of

Phases II and III could not be complete. On the other hand, the study

could not give much attention to the other and total BOS question. It.

did find it necessary to make its final reconmiendation (Section VII) on

RPYA consolidation conditional on longer-term total BOS consolidation.

On the execution axis in Figure 7, Alternative 2 is placed only shortly

to the left of Alternative I (the CMO). Although Alternatives 2, 3, 4,

and Y do bring RPMA execution elements within their corresponding consoli-

dated organizations, they leave almost all the shops In place physically.
Thus, Alternatives 2, 3, and 4 provide more consolidation than centraliza-

tion of RPMA execution. Alternative 2 consolidates and centralizes RPMA

management.

ýi 25
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V. NErlWDOLOGY

16. Introduction. This section describes the study's quantitative

methods in general terms. Application of the methods, of course, involves

a &rest deal of RPI•A data which is described in Appendix C0-, Volume I.

Appendixes H-i and H-2 (Volume II) handle actual applications of methods

to data. This section provides a step-by-step example of the results

illustrating how the spaces were estimated for Alternative 2.

17. Discussion.

a. The basic method of the study was to compare alternative

approaches to RPMA with regard primarily to manning levels, annual costs,

and conversion costs, and secondarily to a number of qualitative or

Judgmental factors. The study team eliminated any alternative which did

not meet the "at least asý level of service" constraint.

b. A feasible alternative was one that appeared to satisfy the

level of services zonstraint without undue increase in manning level,

annual cost. and conversion cost. A desirable alternative to the CHO

tad to be feasible and also offer savings in manpower, savings in cost,

and Improved level of aervice.

c. Thus, the two "asc questions to be answered were: "Is

further Panama RPM4A consolidation feasible?" and "If further consolidation

is feasible, is it desirable?" Because the information generated and

collected during this type of cost-benefit analysis is limited and

26
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I necessarily depends so heavily on the past, a slightly different answer

on desirability night arise as the result of later implementation analysis

and planning.

d. In actuality, historical workloads cannot be known with

absolute certainty. The usually available data are liable to errors of

both omission and commission. Moreover, the historical data my possess

less resolution than desirable. The analyst is prone to succumb to the

popular (but sometimes misleading) dictum: the only data available are

the best data. When historical lata come from different sources (e.g., *

different services), they may describe the same work in different term,

or (and this is more comn) they may describe different work in differ-

out terms. The analyst then must take the difficult additional step of

converting as much data as possible to soes common base--perhaps express-

ing all in the terms of one of the sources, or perhaps all in an entirely

different set of terms. The latter sometimes achieves the added blessing

of giving the appearance of fairness to all. This study has followed

precedent by translating all data provided into the terms of the desig-

nated lead service--in this case the Army.

S* e. This study used a less general approach to shop and overhead

spaces. Most shop spaces were accepted directly as given. Only a very

lmodl fraction of shop spaces are regarded as subject to change. On the

other hand, almost all the overhead spaces were derived in accord with

"27
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SIR staffi~ng guide principles. Accordingly, they were subject to change$

dependent, not just directly on workload, but also indirectly on the

degree of organizational consolidation imposed. In particular, the Army

Staffing Guide makes manpower levels dependent on workload@ in learning

curve (actually step function) fashion. That is, it applies notions of

economy of scale to work and work-like activities. Although the Army

Staffing Guide is an official Army publication, it Is only a "guide."

Manpower surveys cemain more authoritative, though these often depend to

some extent on the Aruy Staffing Guide. In any case, there are often

sound reasons for taking exception to the Army Staffing Guide within the

Army. With some justification, the Air Force and Navy can express

displeasure at the application of Army Staffing Guide principles to

their own RPMA workloada and elements. Btit here again, the analyst

applies an argsuent similar to that employed to justify comparisons

based on historical data.

f. It vas assumed that the ranking of alternatives and the

relative differences among alternatives based on Army Staffing Guide

principles provide valid approximations. It is not suggested that sunning

levels derived for the alternatives are the ones that implementation teams

would determine. But it is claimed that the order and relative differences

among alternatives would be the same. The assumption and suggestion are

28
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offered somewhat In default because the Naval Public Works Center cannot

be based on a nonexistent Navy staffing guide and becauase the Air

Force will not formalize a new revised staffing guide for months to come.

Instead. this study took the special step of standardizing the 060

(referred to as Alternative 1A) for all services in accord with Army

Staffing Guide principles. This step is necessary to show that the total

differences between the real 0N0 and the other alternatives are not

entirely attributable to organizational consolidation@, but also to

definitional and procedural differences. This is not a true consolida-

tion alternative, but rather an analytica~l step that quantifies effect.

g. Section VI showe the results of applying Army Staffing

Guide principles with necessary adjustments to the original alternatives

and estimated annual costs (primarily salary and benefits). Note that,f

at least In theory, the estimated salary costs have somewhat higher

resolution then those estimated in some other known consolidation studies. j
In sow studies, the manning and workload data were too gross to permit

more than the application of average supervisory to nonsupereisory ratios

across all functions. In this study. the salary ratios for each function

were calculated separately. Thus, the est~imated salary changes in this

study are more sensitive to differential changes in supervisors and non-

supervisors among functions than If only a single average were used.

29
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18. Development of an Fx,,mple Alternative. Figure 8 shows an

example applying .,-my Staffing Guide principles and following adjustments

in the development of Alternative 2.

a. Step 0 (not performed) serves as a reminder that a completely

unconsolid~ted RPMA structure in Panama would almost certainly have

cont.ained more people than does the CLHO--probably about 72 (1,585 total)

more people--spaces that cannot be attributed to further consolidation.

b. Step 1 shows that the CMO employs 1,513 people in RPMA and

RPMA-related functions.

C. S..ep 3 shows an eight-space adjustment to account for the

transfer of master planning to the Mobile District of the Corps of

,.ngineers.

d. Step 3 was performed in order to 'standardize" the CW).

The result i0 a smaller base case consisting of another 52 fewer spnces

than the original CtK'. The reduction in spaces due to standardization

ertainly t.annot be attributed to consolidation.

C. Step 4 applies the Ar- .- affing Guide principles to

Alternative 2. This 97-space reduction, primarily in overhead and

installation support to RVIA, is overly optimistic in the sense t!:at the

Army Staffing Guide Includes no special allowvtce for the physical

dispersion of RPMA customers.

"30
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SUMMARY OF THE STEPS IN PERSONNEL SPACES
DEVELOPMENT OF ALTERNATIVE 2 1300 1350 1400 1450 1500 1550 1660

II I
STEP

0. "pethbtcaI. compiletly uncoftwidated panama. III

1. The CMn (1.0 ahleady pattla.Iy consoldated, oaeial'
cnotialmzd fAllefnalive 1))

?The CMO adjusted to maslct planniq-

I the CMO adiulttd to basic Aimy Stllting Guide* -

(Allecnastie IA)

4 complete Conmolidati44. aasuming Complele ollocataof,

S. Adivitmmnt fto geoliaphic dmoervoA 4 -

6 A8usitem lot t. olving fund admianitestioE,
(Attemflalive 2)

7 Ad1.stmealtoo0 vnitali'Aeb %appixtt1H

I Adjustment too m vlttw tv # ice de~gtlI

IAEduintmet lot mu~lmt rem peing systems., ..

11423
136 13SO 1400 14SO is" is" 1is*

Figure 8
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f. Therefore, Step 5 is applied to increase the strength of

the orguni.ation to compensate for the additional burden of managing

geographically dispersed activities.* Step 5 adds 15 spaces.

g. Step 6 adds 19 spaces for the last step in building Ittr-

native 2 becaus. the irplementation of a revolving fund requires some

additional people.

h. Alternative 2 includes some DOS functions within the consolI-

dated RPXA organization. Through this consolidation, some economies of

scale are achieved. However, not allthe theoretical savings are real-

izable. Some of the other BOS elements support activities besides

RPKA. Thus, Alternative 2 requires some fragmentation and rounding of

other BOS elements. The result is that 33 of the theoretical savings in

support to RP.A are retained within the other BOS elements and thus are

unrealizable as savings. Step 7 applies this upward adjustment for the

unreallzablhe ,upport Havitigs.

i. Step 8 suggests that a multiservice consolidation might

require a few more spaces than would a single service consolidation of

the otherwise same size. This study did not make an adjustment at this

step.

.. A standard or generalized RPMA reporting system seems several

years off at best. This would probably require some additional spaces

for multireporting for years to come. (Appendix C-3, Volume 11, describes

an effort to estimate the adjustment for multireporting.) Probably a bit
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S. too optimistically, Step 9 does not add any multtreporting spaces since

* experience was so limited.

"* 'k. The study team, as the rule of thumb in previous single

service consolidations, regarded 3 percent to total strength as a

tentative threshold of significance. In this study, because of the

multiservice aspects, 4 percent was adopted as a new rule of thumb.

This is a very rough rule of thumb. Depending on one's own ideas of

what is safe or certain, the analyst can choose to add or subtract spaces

in the name of scientific integrity, conservatism, liberalism, general

or special uncertainties, and optimism or pessimism.

i. The bottom line in Figure 8, then, reflects the results of

an orderly but somewhat uncertain process of estimation. Significantly,

what began as a (MID) point. 1,513 spaces (but even this must be uncertain

by a few spaces), becomes somewhat diffuse by the Step 10 bottom line,

and even more so with the optimistic zero adjustments of Steps 8 and 9.

m. Figure 8 may give the impression that the method is based

only or otal numbers of people, disregarding skills. Such an }.-pres-

sion is both unintended and incorrect. The number of people by function

for each alternative was determined with appropriate staffing procedures

(see Appendix H-1, Volume 11). This method preserves the distinction

between supervisory and nonsupervisory strength for each function. The

salary estimates (in FY 78 dollars) reflect these function-sensitive

S- differences.
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VI. RESULTS ANID FINDIlICS

19. Introduction.

a. This section summarizes the resrults and findings of this

study. The report annexes, mostly in Annex H and its appendixes (Volume

1I), present detailed results and their development.

b. This study was especially ca7:eful to distinguish between

differences purely attributable to consolidation and the differences

achievable by other mans; its estimates of net changes are probably more

conservative than those in previous consolidation studies. The practical

experience of SARPMA has tempered the interpretation of the quantitative

evidence collected from Panama. The SARFMA experience has been particu-

larly useful in providing now insight on the intensity and duration of

turbulence associable vith Implementation planning and then actual

implementation, on multiple and standardized reporting, and on DOS

fragmentation. As this section shows, the net differences aseng alter-

natives are probably less than many people outside Panama expected. The

principal reason for this is described in terms of a qualitative but

important finding that v4% never a secret but was evidently not widely

appreciated.

20. Pre-Traty, Panama. Significantly, the CHO today reflects many

positive results of past Intraservice and interservice analyses of RP1(A

and other functions of DOS. To varying degrees, the CHD already involves
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intraservice organizational consolidation, intraservice consolidatlon of

soume RMA shop functions, and interservice consolidation of a few other

"RPM, (or RPKA-like) functions. Thus, many of the usual advsntages

i attributable to RPHA consolidation have already been exploited to a

large extent, leaving relatively less to be gained by further consolida-

tion. It is notable that the Installations and organizations considered

in some other 7aMA consolidation studies were, at the beginning, such

less consolidated and more dispersed than those in Panama today.

a. Many military installations, for example, belong to a single

organization in Panama, the 193d Infantry Brigade. The brigade Facility

Engineer (FE) it already a single manager of RPMA for those installations.

His staff is smaller than would be the total for an equal number of

unconsolidated installation FEa.

b. Regardless of the outcome of this study, on 1 October 1979.

the AM assumed responsibility from the Panama Canal Company (PCC) for

trash collection and maintenance and repair of medical, dependent educa-

tion, and other facilities transferred from the PCC.

c. The theater, contrary to saw opinion and certainly more so

than many other regions, has been rather progressive in its treatment of

RPHA over the years. The services in Panama have cooperated with one

another and the PCC in many ways to the general benefit, though not

necessarily the perfection, of RFM •atters. AMaIttedly some of the
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past progress may ',ave been influenced by outside pressures. Neverthe-

less, the Army, Air Force, and Navy In Panama deserve more compliments

than criticism for the state of RPKA there today.

i 21. Secondary Topics. Family housing management and transports-

tion are addressed here because the study tasker asked that they be

included even though all or part of those functions need not be regarded

withit RPMA. Family housing maintenance is unquestionably included in

the regular RPMA structure of the Air Force and Navy and is so treated

throughout this study. Family housing management, especially the assign-

ment of housing, is a controversial subiect. Family housing management

can be plugged into or unplugged from the RPKA alternatives without

influencing the relative feasibility or desirability of the alternatives.

Consideration of administrative vehicles has been merged with treatment

of the regular RPKA equipment in paragraph 21b below.

a. Family housing management. Acting under DOD direction, in

1977 a tri-service team chaired by the Army studied the feasibility of

7/
consolidating all family housing management functions.- That team

concluded that it was feasible to consolidate and that the Air Force

should be responsible for the new organization. Following independent

review of the earlier study, ESC concurred with the team's conclusion on

71/ DA, USAFORSCOM, 193d Inf Bde (CZ), Family Housing a.naaement
Consolidation Study.
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. ..
ti feasibility. However, ESC did not find it necessary to include family

housing management within an RPM consolidation. Inclusion is not

necessary to EPVA or to family housing management. The family housing

management issue is at most incidental to the broader RUPA question; it

neither make& nor breaks any case for or against RPMA consolidation.

Because of other pressing matters, the services have not yet reduced

their differences in family housing management to the point that its

incorporation should occur in the early phases of even a total BOS

consolidation.

b. Transportation. The overall transportation function includes

both administrative vehicles and construction special purpose equipient

maintenance and repair. The study tasker seeks an analysis of the

former and RPHA consolidation demands consideration of the latter.

These separate analyses address consolidation feasibility regardless of

the RPMA consolidation decision.

(1) Wantenance and repair of administrative vehicles

encompass all work accomplished above the individual transportation

Smotor po&.- This process, then, parallels the existing engineer equip-

ment repair procedures. The Air Force and Navy nov receive equipment

maintenance from the Army via ISSAs. Our limited analysis indicates

that savings, approaching seven personnel, can be realized by commoli-

Sdating; and therefore, the couiand should initiate action for imple-

mentation.

37i GIi'
a



lb 4(2) Currently each service owns and operates several

-- pieces of high-dollar, mobile construction equipment. Potential savings

can accrue from the consolidation of low utilization construction equip-

amet. ESC analyzed the services' utilization rates, estimated when not

submitted, to determine the number of actual hours used during the base

* year. Utilization was further refined to account for seasonal variations

of availability. This process indicated that upward* of 69 pieces of

equipment could be released if the services consolidate and pool the

engineer equipment resources. In terms of cost avoidances from not

having to replace as many pieces of equipment, the net capitalized cost

savings to the Government would approach $100,000 per year. This

warrants the consolidation of equipment.

22. Cowriaon of Alternatives.

a. Figure 10 is a tabulation of this study's quantitative

estimates of the personnel space requirements and annual personnel costs

for the initial alternatives. Both the original C?4O and the CM• standard-

ized to the Army Staffing Guide are included as Alternatives 1 and 1A,

respectively. (Recall that Alternative IA quantifies effect.)

(1) The firnt two columns represent the rMPWA organizations

proper. For Alternatives 2 and. the MPIPA organization included 13 and

14 spaces, respectively, taken in from BOS and made organic to the PJYA

organization.

(2) The third column represerts Staff Engineer elements.

ih8
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b(3) The fourth column represents the other installation

Ssupport (BOS) to RPMA, which spaces lie outside the RPMA organization

proper.

i (4) Column 5 Identifies other Bog spaces that support RPMA

but could not be reduced because of BOS residual roles and rounding off

of fractional spaces.

(5) Column 6 presents the totals for all elements of the

RPHA complex.

b. Figure 9 includes measures of the relative differences

among the alternatives. These are shown in columns 7 and 8. Recall that

thce are comparative strictly in the sense of application against F? 78

workloads, bi.t it Is assumed that the relatie differences would be the

same for other years.

(1) Column 7 presents the gross changes in terms of the

percentages of the corresponding values for Alternative 1. Recall how-

ever, that Alternative 1 Is not expressed in Army Staffing Guide terms.

Therefore, differences with respect to it cannot be entirely attributed

to consolidation.

(2) Column 8 presents the changes in terms of percentages

of the corresponding values for Alternative IA. Inasmuch as Alternative

IA is the CHO standardized in terms of the Army Staffing Guide, it Is a

better basis for changes attributable to consolidation.
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FI 4c. Relative to Alternative lA, the changes In personnel strengthI

attributable to consolidation are slight. Only the changes for Alternative

4. 2 approach the rule of thumb threshold of significance, suggesting a

alight prospect for savings. Notably the change for Alternative 4 is

upward; relative to Alternative IA, Alternative 4 adds space. to the '
total RPN1A -complex. Notice that annual personnel costs do not change by

the same percentages an estimated for personnel spaces. because the '
study's method applied costs sensitive to the salary differences among

functions, a reduction in higher grade spaces causes larger estimates In

salary fluctuations than for the less sensitive methods applied in some

other studies. (The higher sensitivitv may be misplaced In the short

run inasmuch as some of the higher graded people well might exercise

bumping rights and retain high salaries for the maximum allowable periods.

Also, no adjustment has been made for the possibility !hat iiremaining

supervisory and managerial spaces may have to be upgraded. with corre-

sponding salary increases, to match the increased responsibilities of those

fewer remaining supervisors and managers.)

d. Figure 10 Is a graphical comparison of the personnel spaces

and annual per~.onnel costs extracted from Figure 9. Note first that the

origin is not at 0 people, 0 costs, but at 1,200 people and a $16M4 cost

level. The difference between Alternatives 1 and 2, disregarding the

uncertainties and that portion of the difference not attributable to
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TOTAL FY 78 SPACES & ANNUAL COST OF RPMA ALTERNATIVES 1'

1 .
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i/ The additional alternatives were not quantified and are therefore
not shown.

Figure 10
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H consolidation, looks teepting. But when allowance is made for theseF factors, the likelihood of reduction, even under the s*,ngle manager

concept, is seen to be slight.

a. In ll cases, the shop strengths are preserved to assure

the same or better level of RPMA service to all, provided RPHA management

does not become negligent or biased.

f. The Air Force's contingency missions dictate that military

personnel be In the RPMqA force. Their mission "Includes an on-call base

operations sustaining capability to assure the continued launch and
S0•8/

recovery of mission aircraft and fire crash/rescue." This necessitates

that any Lonsolidated organization be able to provide these functions.

Special options for providing these functions are being considered in other

theaters where contractor and host-nation support possibilities may be

greater than in Panama, at least in the short run.

S. The study team regards the adjusted Army Staffing Guide

estimates of personnel strengths and annual costs of the alternatives

as optimistic. Part of this optimism mas be attributed to the uncer-

tainties already discussed and to the fact that the "adjustments" for RPKA

definitional and reporting differences were set at zero. The team has

also been influenced by the recent practical experience at SARPMA.

8/ DAF, A? Engrng and Svcs Ctr, HQ, ltr, review of Comunts on Draft
Cost-Benefit Anal s is of. Panma RPMA Consolidation.

4 o 43
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SARPKA reflects a large step forward b'mt cannot as yet be regarded as
'U

a fully optimized approach. Appendix H-3, Volume II. lists many obser-

vations abou: SAPJ.PM &nd closes with some lessona almost certainly

relevant for Panama. Many of theme lessons imply some additional

(largely upt•ard) adjuztments in the numers of people (some in the short

run, others in the long iun) rEquire, to manage and execute consolidated

RPMA. The state-of-the-art for hypothetical and real RPMA consolida-

tione is such that many of the additional adjustments have not been

quantified, (h, the basis of SAMA experiento, the following points ave

offered to explain the study tesam'c very cautious attitude about savings

In spaces or costs.

(1) More effort and hence one-time expense for implementa-

tion planning seems necessary. Because so many implementers ueually

come from the affected commands, there may be a paradox-greeter effort

devoted to implementation planning in order to reduce turbulence may ts.e

so many people avay from their regular jobs that turbulence is IncreOaeu.

(2) Set up a high-level, collective work prioritizatton

system or comittes. This ip needed to improvv performance but adds to

cost.

(3) Develop and op.erate o project tracking system. This

adds worthwhile expenst and spaces to the consolidated agency.

(4) Provide strong planninA and prograwing (In the full

program, not single project sense) In rhe consolidated agmAcy.
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(5) Give the consolidated agency sufficient authority to

match its responsibilities for timely contraccirg and procurement.

(6) Give the consolidated agency sufficient civilian

personnel clout--for early recruiting aud other actions. This adds to

one-time cost but minimizes turbulence and start-up delays.

(7) During implementation planning and then during opera-

tion. include staff accustoemd to reconciling larger scale priorxties

than typical of single installation experience. The requirement may be

for "outsiders." perhaps vith higher grades.

(8) Panama seems potentially much more turbulent than any

other consolidation considered to date. Therefore, postponing Panama

consolidation may be justified (i.e., the suggestion by some to let most

of the Treaty chips fall vhere they may before attempting full consoli-

dation may have some merit).

(9) No one service seems clearly superior to the other in

all RPIA respocts. Yet the "practical" approach to consolidation sems

to be to let a lead service Impose its approach. Ideally, a consolida-

tion should adopt the best from each service. No one seam to have

achieved this in practice. The optimal organization cannot be determined

simply by further study. Indeed. the practical approach saem to be to

implement first along lead service lines vith optimization pureued later

by evolution.

45
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M(0) Again, the conaelidated RPIHA agency must apply a

regional outlook to satisfy customers in some beat individual and

Scollective sense. The need for the rýglonal agency to balance local/

global, special/general, and project/program cannot be overlooked in the

selection of key f•ces tc iill the agency's critical spaces. Additional

. and/or higher grade spaces are implied.

h. rhe method used to generate the staffing estimates for each

alternative dosh not track xpaces from the CMO on a one-for-one basis

into new slots. Nevertheles.a, even Qt the feasibility study phase

almost everyone is interested in the probable chasiges to the strengths

of each service. The best estimate at this stage is silply to diride

the total changes in spaces and salaries in proportion to rY 78 RPM in-

house and contracting costs. Figure I1 shnwo proportion.al estiateg of

the gross changes from the FY 78 CI for eamh service for the qifuitifitJ

Alternatives 2 through 4. These arc not projoctlons of future changes;

they are Rimply estimttes applicable to the FY 78 Kxample time frarv

and workload. Note, too, that theqe gross changes co'mbine diffevence.

attrihutable to consclidatlion with the differences artrhbutable to

applyirg Army management and overhead guidelilr.s acroats the M)O.

-...... ,-----.
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APPROXIMATE GROSS SAVINGS PER SLRVICEal

Alternative 2 Alternative 3 Alternative 4

Per- Salary- Per- Salary!! Per- Salary-I

sonnel ($M) sonnel (sM) gonnel

Army 39 .72 25 .43 4 .04

Air Force 25 .47 17 .28 2 ..02

Navy 17 .32 11 .18 1 .01

a/ Rough estimates poportional to FY 78 workload. Figures calcu-

lated from unadjusted MI•) Altersiative I. These estimates are applicable
oviy asainst the FY 78 workli'ad. Only parts of thtse changes are attrib-
urable to u,;visolidation. Savings generated by total OS conusolidotion
should far exceed those in figure.

"b/ In Y, 7b dollars.

Figure 11

VII. CONCL.USIONS AND RECOW*ENDATIONS

23. Conclusions. This studv's conclusions are:

a. Alternative 1. CM0. Tho (740 in Its own right im clearly

feasible but it is not the most desirable.

b. Alternative 2. This single manager otganirltional structure

is also feasible and does offer prospects for relative savings. SOS

fragmentation and interservice differences, hovever, increase uncertainty

which leads to the conclusion that it is only marginally desirable.

C. Alternative 3. Cons.4idatton undcr this dual manager alter-

I . native is feasible but suffers the disadvantage of stafffing the Air Force

by Army procedures. Thiv alternative is therefore considered undesirable.

iii 47
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d. Altern.tive 4. This dual manager alternative applies

-- staffing procedures similar to those of the parent services. Although

it is a feasible approach to consolidation, it is clearly undesirable.

e. Enhanced CHO4. ESC concurs with the services that an

enhanced CHO which expands reliance on ISSAs and contracting offers

prospective short-term savings. This concept Is also feasible, but It
is not a deairable long-term approach.

f. Expanded s4ngle manager. This study's analysis concluded

that a sihngle manager RPMA is feasible but lacks clear desirability

because of nonstandard service procedures. Therefore, an additional

qualitative step was postulated. The short-term solution advocaLes an

Army RPIA Ircorpoiating the long-term objective of a new, standardized

BOS system for all services. This solution Is clearly feasible and

desirable,

24. Answers to Secondary Questions.

a. The consolidation of the maintenance and repair of admin-

istrative vehicles and equipment Is feasible.

b. if any of the multiple RFMA manager alternatives is adopted,

real estate-accountabie recordkeeplng should remain with each service.

A single mai•aget alternative, however, consolidates this function in the
A

rwe RPMA.

c. Consolidation of family housing managument to feasible but

is not neeJed within a consolidated RFM% organization.

444
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25. Recommendations. ESC recommiends implementing Alternative 2 if

and only if it is explicitly united with the longer-term objective of

standarizing all BOS for Defense Complex Panama. To this end, all future

actions should be geared towards:

a. Implementing the RPHA phase of total BOS consolidation in

I to 2 years at the earliest, thereby allowing much needed reconciliation

of current Treaty-related uncertainties.

"b. Augmenting the usual in-theater implementation planning staff

"with about 10 outside experts with skills in planning in general and

personnel, tunding, and reporting in particular.

c. Implementing primarily along Army RPKA lives with the target

of later integration within an evolving, standardized, optimized DOS.

d. Developing and implementing standardized reporting, funding,

and ADP systems.

e. Exempting the services in Panama from duplicative, non-

standard reporting requirements.

LAST PAGE OF MAIN PAPER
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ANNEX A

STUDY REQUESTS

Memorandum, Assistant Secretary of Defense (Manpower, Reserve

Affairs, and Logistics), subject: Planning Gutildnce for US

Military Installations in Panama. 18 October 1978 A-2

Memorandum, Office of the As.tiitant Secretary of Defense
(Manpower, Reserve Affairs, and Logistics), subject: Implemen-

Lation of DOD Planning Guidernce Relevant to US Military Instal-

lations in ranama, 19 October 1978 with Inclosure A-5

Memorandum, Office of the Chief of Engieers, Director of Militarv

Programs, subject: Consolidation of Ref.1 Prcperty Mmintenance

Activities (RFMA) at US Military Instali.ations in Panama,

13 December 1978 with Inclosure A-l1

!I
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ASSISTANT SECRETARY OF DEFENSE
WASHN~GTON, D C 10301

I5 OCT i7n

I k

A S Oi R| S I NV I[ A F F A IR S I
AID LOGISTICS X

S MEMORANDUM FOR Secretary of the
Secretary of the vy
Secretary of the Air Force
Director, Joint Staff, OJCS
Director, Defense Logistics Agency
Director, Defense Mapping Agency

SUBJECT: Planning Guidance for U.S. Military Installations
in Panama

This memorandum addresses facilities planning and base opera-
tions in Panama for the period subsequent to the entry into
force of the Panama Canal Treaty on October 1, 1979 (T-Day)
and is pursuant to DEPSECDEF memorandum of June 20, 1978,
Subject: "Panama Canal Treaty Implementing Guidance."

Considerable change will be experienced by U.S. Forces and their
dependents and civilian employees in Panama within the next few
years as a consequenzA cf the Panama Canal Treaty. Military
units and activities will be relocated. Several retail functions,
the postal service, dependent schools system, and health and
medical system will be transferred to the Services from the
Canal Zone Government/Panama Canal Company. Adjustment to those
changes incident to initial implementation of the Treaty will be
difficult, but has been facilitated by the planning initiated
and coordinated by Commander-in-Chief, U.S. Southern Command
(USCINCSO) and approved by DEPSECDEF. It is essential that
follow-on planning be initiated now to assess the impact of
anticipated change in the post T-Day period and provide for
timely development of the most cost effective base structure
required to satisfy U.S. requirements for the life uf the
Treaty. This planning encompasses regional complex master
planning and consolidation of certain base operating support
"(BOS) elements and real estate management.

f Coordination of T-Day and post T-Day base structure planning
* " can best be realized within the framework of an approved

Panama regional complex master plan (RCMP) based upon force

A-2
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46 levels approved in FY 80 Program Decision Memoranda after
-. consideration of Service POM Supplements, FY 80-84. This

planning will involve all Defense Components in Panama in the
S', aanalysis of the primary functional subsystems that constitute

the military base structure in Panama and planning for their
subsequent efficient interaction. In serving as the base-
line for future base development in Panama, such a comprehensive
plan is expected to:I• -- realize maximum utilization of available facility

assets in terms of overall requirements of U.S.
Forces.

-- support programming of post T-Day facility construction,
especially that stemming from further Treaty-generated
displacement of military units and activities.

-- eliminate construction of redundan. facilities which
might otherwise result from independent installation
planring.

-- identify any as yet unspecified facilities and areas,
not required to support a U.S. mission, for timely
transfer to Panama.

The utility of this mabter planning in supporting the program-
ming of necessary ,rdlitary construction cannot be overemphasized.
Since such programmring will encounter severe scrutiny at every
level of review, the RCMP will serve as its fundamental
supporting document.

The study of inter-Service consolidation of BOS functions is
viewed as a three phase effort. The first phase consists of
earlier USCINCSO efforts which will lead to the assumption by
individual Services of various inter-Service support roles on
T-Day. The second phase, essentially limited to that portion
of BOS concerning real property maintenance activities (RPMA),
has been assigned to the Secretary of the Army for execution
and is expected to be completed by 30 April 1980. RPMA represent
the dominant elements of BOS in terms of cost and potential
for savings. The third phase will include those elements of

I, BOS not included in th• other phases and represents the dominant
•. portion of BOS in terms of number of functions to be analysed.

In view of the considerable effort to be expended in implementing
the first two phases of BOS consolidation, the third phase willIT be studied at a later time. If, however, targets of opportunity
for functional consolidations present themselves during the
first two phases, they shall be Jointly implemented where
possible.

A-3
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t 1.Lands to be made available on T-Day by Panama to the U.S.

for defense of the Panama Canal will constitute an entity
entitled Defense Complex Panama. The Panama Canal Company/
Commission will Initially maintain real estate (land) records
and will conduct boundaryr2 surveys for the Defense Complex
Panama on a reimbursable basis. Effective management of
these lands, can best be achieved through a single Defense

S~Component.

The Secretary of the Army, with dominant Service representa-
tion in Panama, is hereby designated as DOD Executive Agent
for the development of the Panama Regional Complex Master
Plan and management of DOD lands in Panama. The development
of the master plan and a feasibility study of land management
will require coordination with all involved Defense Components.
These assignments are consistent with earlier assignments
of the Army as DOD Executive Agent for administration of
military construction and study of RPMA consolidation.

Further detalled guidance to all concerned concerning the
execution of the aforementioned Executive Agent roles will
be promulgated by DASD(I&H).

JOHN P. wHnE
Aesistait Secretary of Defense

(Manpcw.r, • r A~r & Lr:stics)

cc: Commander-in-Chief, U.S. Southern Command

DoD Rer for Panama Canal Treaty Affairs

*4
A-4

1;



SOFFICE OF THE ASSISTANT SECRETARY OF DEFENSE

WASHINGTON. D. C. 20301

MANPOWIE R.
RESERVE AFFAIRS

AND LOGISTICS ,Oct

. EMORANDUM FOR AssistA cretary of the Army (IL&FM)
Assistant Secretary of the Navy (MRA&L)
AssistAnt Secretary of the Air Force (MRA&I)
Director, Joint Staff, OJCS
Director, Defense Logistics Agency
Director, Defense Mapping Agency

SUBJECT: Implementation of DoD Planning Guidance Relevant
to U.S. Military Installations In Panama

This memorandum provides detailed guidance concerning the
execution of DoD executive agent roles in ."anama and is

pursuant to ASD(MRA&L) memorandum of 18 October 1978,
Subject: "Planning Guidance for U.S." Military Installations
in Panama."

Planning and progran.¶ing accomplished by DoD to date in the
Implementation of and adjustment to the Panama Canal Treaty
Is summarized in Enclosure 1. These efforts will be continued
through the execution of specific DoD Executive Agent roles
assigned to the Secretary of the Army. In this capacity
and as defined in Enclosure 2, the Executive Agent is an
element of OSD with responsibility for coordination with
all involved Defense Components and other Federal agencies
and submittal of reports and plans for approval to this
office prior to implementation. In turn, involved Defense
Components will provide appropriate assistance to the
Executive Agent as necessary.

i " Pe ~y J.liakas

"Deputy Assistant Secretary of Defense
(Installations and Housing)

Enclosures 2

cc: Commander-in-Chief, U.S. Southern Command
DoD Rep for Panama Canal Treaty Affairs
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""StK'MARY
DOD PLANNING AN)D P •RG.-TNh RELEVANT T0 THE

FANAMI BY T-DA 'z

y • The Panama Canal Treaty (Nhich Impacts upon military basing)

and the Treaty of Neutrality were signed on 7 September 1977."On 16 June 1978, the instruments of ratification, which
become effective on 31 March 1979, were signed and exchanged
In Panama. This document calls for the placing in force of
the treaties wi•thin six months, or,, by I October 1979.
Implementing legislation for the Panama Canal Treaty willbe submitted to the next (96th) Congress.

Programing - O&M !and MILCON

Shortly after the signing of the treaties, USCINCSO initiated
an evaluation of the impact of the Panpuma Canal Treaty on
U.S. Forces In the Canal Zone and prepared, in coordination
with Service Components, a proposed plan for their assumption
of various roles from the Panama Canal Company by T-Day.
This plan was incorporated into DEP S... DEF memorandum, dated
June 20, 1978, Subject: "Panama Canal Treaty Implementing
Guidance." Resources ($44.1 million) required to support
the assumption of these roles and required relocation of
military units and activities by T-Day were Identified in a
request for a FY 1979 budget amendment submitted to OMB on
22 July 1978.

This budget amendment request included $36.9 million for
rehabilitation of existing facilities and some new construc-
tion. Other requirements, estimated at $32.0 million have
also been Identified and are under consideration for Defense
Component programing In the FY 80-83 MILCON Programs. In
the absence of 0W'S action on this budget amendment request
and as an alternative thereto, a request for commencement of
the more critical elements of construction with SECDEF
contingency funds in the amount of $10.9 million was submitted to
Congress on 5 Oct 1978. Under this alternative, the remaining
MILCON would be programmed as a FY 79 budget supplement.

Construction Execution

DASD(I&H) memorandum, Subject: "Military Construction
Incident to Implementation of the P&nama Canal Treaty,"
dated July 20, 1978, designated the Army, as dominant
"Service in Panama, to serve as DoD construction agent for
all military construction in Panama and requested submittal

J IEnclosure II A-6
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of a construction execution plan by August 15, 1978, for that
construction included in the budget amendment. This execution
plan, providing for award of a cost-plus construction
contract in October 1978 and completion of the majority of
the work by T-Day, was approved by DASD(1&H)IC.

RPMA Consolidation

ASD(MRA&L) memorandum, Subject: "Assessment of FY 77 BMAR and
Certain Consolidations of Real Property Maintenance Activities
(RPMA)," dated June 19, 1978, requested that Army prepare
a cost-benefit analysis for inter-Service consolidation of
all RPMA organizations in Panama. By DAEN-FER memorandum
to ASD(MEA&L), Subject: "Consolidation of Real Property
Maintenance Activities (RPMA) in Panama (Canal Zone)," dated
July 14, 1978, Army advised that this analysis could be
completed by March 30, 1980, and recommended, instead that
its scope be expanded to include dll elements of base
operaLions support.

A
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DEFINIT'ION OF 1)"n E171Vr A-,7 AOE,•= -,. •'+ k " , -+, ROLES
W I + - , F".;-..:• .

1. GENERAL.

The Secretary of the Army has been designated the D0D
Executive Agent for (a) develo.ent of a regional com-plex
master plan RC..• (u) adni..zt~rat Iont of military con-
3tructlon progr,:'as, (c) developnent of a plan for inter-

Service consolidation of Ro'.a Prouerty Maintenance
Actlvtleution ,t) anrd ('di detertinat:on of the feastbility
of consolidation tf eanaretent of All DOD real propertyhe
In Panama. Concurently ivthe Panama. Canal Area
Joint Interservice •e~source S'uyGroup, Clomn-ande.•-!n-Chief,
U.S. Southern Co7:~nan Is d'j-.:'et.1Z a continulng study of

II. EXFCUTIVF A',="T

A. Panama Fe.-onal Cc-!_ex Ma:zter Plan (P?MP?).

The RCM:? will be acce -,14Ished, in two phases:

(1) Informati.-n co.!!e:ttcn an:! analysis to develop
an overall conzce-tua" rlan for the integration
of the requlre~ne"nt.- of al' Defense Component
(and other Federal Agencies, as appropriate).

(2) Peflnenent of the conceptual plan as required
by Defense C-.-?cnents to reflect any subsequently
Ppproved Fc. zc-O'datSons, to provide record
drawnFg dcfl.nrng land bcundarles, as-built
uIlI IieS , roads, etc.

The first -.ase Is urFcently required to support FY81
and ý,eyord ý,0 1 ra---Ing. The second phase can
be aecCMnplished as t•-•e and resources permit, match-
Ing the neeJs of the Defense Components and integrating
the results of pa.rallel study efforts.

The Executive Agent will subm-t a plan of approach,
with milestones (POAe) to DASD(I&H), covering both PRCMP
phases, by 15 November 1978. The POAM will be coordi-
"nated with USCINCSO and other involved Defense Components.

Enclosure 2
S "• A-8
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B. M1 ±tary Construction.

The Army has been designated as the Executive Agent for
military construction in Panama. Normal procedures will
apply.

"C. Real PropertyMana ___ .

"The Canal Zcne Governm'ent (CIZ), utilizing the resources of
the Panama Canal Company (PCC), currently has primary
Jurisdlction over real estate constituting the Panama
Canal Zone and .erm.ts to the Services for their exclusive
use, those areva c:nnt.tti?-.g military installatorons.
The PCC also perf-.r-. certain real estate functions at
the recuest of the Services cn a reimburseable basis,
such as prcvIding recor- drawings and conducting boundary
surveys. These rcles will change with the vlacing in force
of the Paa.-.a Canal Treaty on October 1, 1979 (T-Day) or
Shortly thereafter. Acccuntability for those lands and
waters to be made avallatIe to the U.S. for the defense of
the canal w.11 beco.-e the respor,.:,Iblity of the Depart-
cent of refense, through its Executive Agent for real
property mana~e-ent, efe:etlve that date. The assumv-
tion of the CZJ su--crt role w1ll be a matter of
negotiation between the Executive Agent and the PCC,
although It is understood that the latter will execute
the treaty-requl1red bou.:ndary lurvev- and continue to
provide real estate services for the Executive Agent
some time beyond T-Day.

The Executive Agent will evaluate and make recommendations
to DASD(:&H) for managing all real property that will be
made available to r-oD Ir Panana. This evaluation will
consider the performance of all technical real estate
services by a single Service, including acquisition,
disposal, outgrantlng and record keeping for all U.S.
Forces. Control of real property, including determinatlion
of requirements, facilities assignments, utilization,
budgeting and establishment of maintenance standards will
remain with the individual Service. The Executive Agent
will submit a POA'¶ for the evaluation of real property

- to DASP(I&I'I) by November 15, 1978.

D. RPMA Consoolidation.

The following FPMA functions will be assumed
by the Army fro: the PCC on October 1. 1979:

A-9I
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trash collection and maintenance and repair of medical,
dependent education and other facilitie'e transferred
from the :CC. The assumption of these roles by the
Army results In a partial Inter-Service RPMA consulida-
tion. The Executive Agent has been directed to study
the further consclidation of remaining RPMA. A cost-
benefit analysis and consolidation implementation plan
will be develoý.ed in coordlnat~on with all concerned,
and particularly with ýhe participation of represernta-
tives of the Navy an.! Air Force faiillar with industrial-
funded cons,"'ted R":,XA organ' :at! ons. In coordine-
tion with USCI!:'1SO3 this PFMA consolidation ztudy will
consider:'

a, Consolidation under a single service.

b. Consolidation on a geographic basis, t.g., with the

rmlitary installations clustered in three areas of
Panarma (Atlar.ti•, Pacific NE and Pacific SW) under
the dominant Servi:e in each area.

c. Establish-ent of an Indust'Illy-funded organization.

d. The Incluslon of the maintenance and repair of
administraitve transportation equipment alone with
RPMA.

e. The need for a comclete and self-suf'ficient RPMA
organization to incorpurate such other elements
of BOS as Zvoply, rrocurement, and civilian
personnel administraticn to the extent necessary
to the consolidated organization.

Standard formats for' YPV;A consolidation cort-benefit
analysis and Imzlerentation plans are under develop-
Merit by the DCD.R?V Consolidation Corrritted and are
eprected to be available for atplication to this
effort prior to the end of 197B.

The RFMA consolidation study with recomendations 1sto be submitted to DA5D(I&H) by April 300 1980. The
Executive Agent will submit a POAM for this study
including ates for necessary inputs and reviews, by
Novemb 1978.

S; A-10
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DEPARTMENT OF THE ARMY

WAAWGTO. DC. 10314

$ ~ ~ 1AEN-MPR 1.

MEMORANDUM THRI' W ý4LR 7

FOR ENGINEER STUDIES CENTER

SUBJECT: Consolidationi of Real Property MKiintenance Activities (RPMA)

at 1U.S. Military Installations in P'anamia

I1. Refere~nces:

j a. DEPSr,"DEF Merio, 20 June 1978. subject: "Panam'a Canal Treaty
Implemaenting Guidance."

b. ASD(MaAAL) Me=o . 1 October 1976;, subject: "Plan~ning Guidance
for U.S. Military Installations in Panam~a."

c. DASD(I&) Mem'o, 19 October 1978. subject: 'Implementation of DOD
4Planning Relevant to, U.S. Military In~stallations in Panamia."

d. DAEh-?Cl Mem~o. 22 PNovent'er 197C. subject: "Imp~lementation cf
Planning Guidance, U.S. Military Installations in Pana2rrL-DtC1INO'

e. "Departntnt of Defense (DOC~) Guidelines~ for Con~solidation of Real
Property Maintenance Activities (RP?'A) Surveys ct P'ilitary xrstalations,"
I June 1972.

f. CERL Technical Report C-73, "Con~ividatior, of RPMA at Fayet'tevf~l~e
W. , Volume IV: General Procedures for Conducting RIA Con'solidation Studies.,"
June 1977.

g. ESC Report, "Arm~y and DMATC RPMA Consolidation~ in the National
Capital Region.* June 1978.

h. ASD(M4RASL) Memo, 8 December 1978. ';ubj0eCt: "Implementation of DOD
Planning Guidance Relevant to U~.S. Mliftary InsU-Ilations in P~anama."

1. DASD(ISH) Meoro, 22 November 1978, subject- "Conicol idation of Family
Mousing Management Functions iti the Canal Zrne."
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I DArN-MPR 1-3 DLC 1978
SUBJECT: Consolidation of Rea. Prope(,y raintenance Activities (RPMA)

at U.S. Military Install-ticn. in Panama

2. Purpose: To request the Engineer Studiis Center (ESC) to develop and
X analyze an organizational concept for consolidated management of RPMA to

Support DOD forces in Panama during thie life of the Panama Canal Treaty.
The RPMA Corsolidatin Study will include a onomprerensive costibentfit
analysis of the possible alternatives for the proposed consolidation of
RPMA functions and responsibilities at all U.S. Military Installaticns
in Panama, ts directed by reference Ic. The proposed consolidation alter-
natives will be compared with the current method of operation to determine
the economic fpasibility of consolIdition. Support for this study effort
will be provided by the Directorate of Military Programs and the services,
major cor'ands, ard irstallations involved.

3. Background:

a. A continuing objective of Oepartment of Defense (DOD) policy and
guidance is that real property maintenance activities 3t military installa-
tions in a given geographic area will te corsolidated where such action
is Cost-effective anJ does not result ir rission irpairvent. Reference lb
directed the study of interservice consolidatior cf c(rtain Base Operating
Support functions in Par-ara.

b. The Panar-a Canal Treaty, which iripacts upon rilitary basing, aAd
the Treaty of Neutrality ,.ere signed or 7 Srpterber 1977. On 16 June l578
the instrurents of ratificaticr, which becorle effective on 31 Parch 1979,
%%.re signed ar. excharged ir, Pcrar-i. Ttis dccunent calls for the plating
in force of the treatles within C tronths, no late- than 1 October 1979.
Implementing legislation for the Panara Carial Treaty will be sutritted to
the next (9(th) Congress.

c. ASO(MRAV), by reference lb, has designated the Secretary of the
Army as the DOD Executive Agent for the developrtent of the Panama ReGional
Complex Master Plao, are for nananerert of WOC land in Panama. This assignn-
rent is conststert twith the earlier desigratior of the Arrry as the DOD
Executive Agent for adr-inistraticr: of military construction and study of
RPtMA consol dation.

d. Army will have dorrinant service representation in Panama.

e. As the Exýcutive Agent, Ariry has requested and received approval
from DASD(I&H), by reference ld,of the olan of approach with milestones
(POAP) for the following studies:

(1) Panama Regional Complex Master Plan. POAO%, Tab A, hNs been
ccordinated and agreed to by USCINSCO and other invCrlved Deferse componerfts.

A
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DAEN ot oR r y t es
SUBJECI: Coo~solidatlun of Real Property M~aintenance Activities (PPMA)

at U.S. Military Installations in Panama

(2) Evaluation of Real Property Management Plan for all property
under the contrul of DOD forces. (This study has been superseded by a
decision, reference lh, to designate Mobile District as the Real Property
Management Agent for military technical real estate services in Panama,
to include acquisition, disposal, and outoranting. How recordkeeplng
for real estate will be accomplished will be a subject for the RP!IA
Consolidation Study.)

(3) Consolidation of Real Property Maintenance Activities (RPKA).

s:.Zf. In October 1979 Army assunres responsibility for trash collection
and maintenance and repair for facilities assigned to medical and dependentf school activities.

g. RPhA consulidatierý have been studied for a number of geographic
areas. Useful precedents have been published for Northern Oahu, HI;
San Antonio, TX; Fayetteville, NC; and National Capital Region. In
particular, reference if provides a general ter-plate for conducting RPMA
consolidation studies. The metho0 described therein complies with the
DOD guidelines outlined in reference le. reference I provides a current
eoxmple of application of the method of reference If ?with extensions to
geographically separated Installaticrs).

4. Scope.

a. The requested analysis must entail great breadth and depth. The
physical dispersion, viriety of functional responsibilities, varying missions
and processes, different supervisor> structures, seasonal effects, and

ýrrent base FE and FE support areas interface of the installations specified,
rands the accur~ulation of a -ast date tase for analysis. Descriptive data

u.ist acc.rately reflect t', e coronaltles and differences among installations
in order to provide a sound basis for the evaluation of alternatives. Using
FY 1978 data, thý analysis tear' is to review the current methods of operation,
determine the levels of workload effort accomrlished, and examine cost data
related to acco:nplishir; real property maintenance at the specified installa-'
tions. Conslderation must be given to the space, equiprent, and vehicle
requireinents of current and alternative FPtA approaches. The tear rust also
ana-lyze the costs and levels of work effort attributable to RPMA-related support
functions such, as comptroller, co~riunicaticns, civilian personnel, manageer, t
information syste-s, adjutant general/adrinistrction, supply, procurement, and
transportation.

b. Study tasks, phasing, and milestones are outlined at Incl 1. A
minimuii of two IPR's (one in May and one in July) will be held during the
study period. Other informal meetings will be held as required.

A-13
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SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)

z -. at U.S. Military Installations in Panara
S. All services, major commands, and installations in Panama will be

4. Included in the study effort.

6. Alternatives to be considered should include, but need not be limited to:

"a. Consolidation under a single service.

b. Consolidation on a geographical basis within the three Defense areas
- . (Atlantic. Pacific Northeast, and Pacific Southwest) under the dominant

%ervice in each area.

c. Status quo.

7. The following factors will be included in the RPMA study:

- a. Establishment of an industrially funded organization.

b. Real estate recordkeeping.

c. The RPMA Consolidation Study will include an analysis of the feasibility
of consolidatiny the maintenance and repair of adrinistrative transportation
vehicles and equi•rent. This consolidation could be either as a separate
function under the current transportation motor pool or as a part of the
consolidated RPMA organization. This function is not included ir. RPMA in
the Army and Air Force but is part of the Navy Public Works organization.

d. lmpact(s) on management structures of more or less contracting.

e. iWeed for a complete and self-sufficient RPMA organization incorporating
elements of base operating support; i.e., supply, procurerent, farily housing
managenent functions, and civilian personnel administration. Special note
is rmadc of a study of consolidation of family housing management functions
in the Canal Zone. Consolidation is held in abeyance (reference l1) untilother significant Actions associated with treaty implementation have been
accomplished.

8. Data requirements and collection:

a. Reference If defines data requiremets for a type cost/benefits
analysis of RPKA consolidation. Subject to minor nodification, the require-
ments outlined therein are appropriate for this analysis. Copies of reference
if will be provided to installation POC's. The experience gained by ESC in
perforrning the NCR Consolidation Study will be applied to the data collection
requirements.

"b. In general terms, required data will include:

A1
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(1) Summary destriptions of installations' facilities, occupants,
and customers.

(2) Characterization of FY 1978 RPMA workloads by RPMA functions to include
budgetary cost data to support program execution. FY 1978 is to serve as a

baseline year; anything exceptional about FY 1978 and any projected differences
should be noted. Detailed data requirements will include the need to express
workloads in terms consistent with FE Staffing Guide procedures, taking into
account the staffing procedures of the involved services.

(3) Extent to which RPMA workloads are performed by RPMA staff, troop
projects, self-help, and contracting-out.

(4) Current RPA organizational diagrams, manpower authorizations, and
on-board strengths by skill. (Any changes to TDA's now in process should be
with estimate of likely outcome.)

(5) Current space, equiprent, and vehicle requirements of RPMA.

(6) Current and projected ISSA's.

(7) RPMA dependence on other installatior and off-installation Support.
Quantitative expressior necessary, but qualitative expression of any unusual
support is better thar nothing.

(8) Special missior corsideratiors.

c. The above data requirerents are represertative only. In accordance
with the project task schedule at Inclosure 1, the Engineer Studies Center
(ESC) will develop, not latcr than 31 January 1979, the specific data
requirements to include formats for collecting the data. Given the complexity
of the problem and the likelihood that new issues may be raised, suppler'entary
data requirements r-ay be issued later. Every effort should be made to keep
supplementary requests to a rinimum. The ESC and the MP Directorate staff
will check data for com'pleteness and consistency; if necessary, they will
contact Installation POC's directly for clarification, completion, or
correction of data. ESC will perform normal data validation functions.

d. It is in the interest of all installations to provide data that
accurately describe their requirements and activities. Installations will
be encouraged to provide any additional information necessary to record
special problems and considerations. Such additional subrissions should be
as concise as possible.

9. Directorate of Military Programs Support:

a. The Directorate will task the major commands to provide the detailedjydata required in the furmais developed by ESC.
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at U.S. Military Installations in Panama

b. Data will be submitted directly to ESC. The Directorate will assist
ESC in checking/editing tht submissions and contacting the installations for
clarification, comrpletion, or correction of data.

c. In order that part 0f the evaluation of RP4A alternatives may be
based on application of FE Staffing Guide principles, the Directorate will
designate a staffing guide expert to provide assistance to the study team.

d. The Directorate will be responsible for all coordination and staffing
of the report. ESC's role is to be li•ltrd to technical accomplishment,
incorporation of coroents, and assistance in preparing briefitiqs.

10. Points of Contact:

a. Directorate of Military Prcgrarns - Mr. Edward T. Watling, Chief,
Office of FPMS Plans, Policy and Analysis, phone 202-693-7420.

b. Engineer Studies Center (ESC) - Mr. Bruce Dunn, phone 202-282-2965.

c. Each involved service, majcr corriand, and installation will be
requested to provide a POC not later than 14 Decemnber 1978.

11. Trn-Service Coordinating Ccnfrlttee, an Army/!;avy/Air Force Coordinating
Committee, will be fore-ed tc assure close coordination and effective and
timely exchange of Inforr.atior during the course of the consolidation study.
An initial rceting cf the Tri-Service Coordinating Conirittee will be held
on 14 December 197E to discuss detailed data collection requiretrents.

FOR THE CHIEF or EN|V[NEERS:

I WILLIAM . W;AY
as Major Geoeral, USA

Director of Military Programs

Ti
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PANAMA RPMA CONSOLIDATION STUDY
PROJECT TASK SCHEDULE

Vilestones Task

14 Dec 7F Form Arry/tNavy/Air Force coordinating
conmittee; issue background material

16 Dec 7S - z2 Feb 79 Develop conceptual guidance

1-31 Jar 79 ESC modify old ,CPF RPA data rqmnts to provide
specific data requirements (to include formats
for collecting t:.e data) for Panamea RPKA
Consol idation Study

I Feb 79 Issue data collectior requirements

I14 Fr 7 9 ESC begin full-time conduct of study

I Mar 7S- 30 A-r 79 Develoý detailed corcepts for alternative

orgarizations and staff with services

31 N r 7 9 Installations subhrit data to D'P/ESC

1 Kai 75 - 30 Jun 79 Develop cost analysis

1-31 Jul 79 Cttain ap~roval of preferred alternative organi-
zational concept

1 Aug 79 - Sep 79 Prepare final ccnsolidation study and cost analysis

A 1
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BSUMURAT Of CONCIETS OH DRAFT RPORT-PARW(&
R,6 CONSOLIDATIOIN STUDY (JULY 1979)

This eannex presents, in abbreviated subject form, the com te

received by the Sngineer Studies Center (ESC) from various DOD offices/

agencies in response to the draft text of the Panma Real Property
Maintenance Activity (RP•A) Consolidation study and EBC's reply to those

comments (see ligure B-1). The original ccammuts as received are

reproduced In Appendix B-1 to this annex.
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ArVENDIX B-1

!Y'D, SOUTHCOM,, SERVICE, FORSCOM, AND ARMY STAFF
COMMENTS ON DRAFT REPORT OF JULY 1979

Item of Correspondence

Memorandum from office of the Assistant Secretary of

Defense, Subject: "Review of Draft Report - Panama RPMA
Consolidation Study," Dated 3 August 1979 B-i-3

Letter from Commander in Chief, US Southern Command,
Sub'ject: "Draft Report - Panama RPMA Consolidation Study,"
Dated 23 August 1979 B-1-4

Message fri'm Commander, VS Army Forces Command, Subject:
"Keview of Draft Report - Panama RPMA Consolidation Study
(FSC July 1979)," Dated 31 August 1979 B-1-6

Letter from HeadquarterR, Air Force Engineering and Ser-
vices Center, Subject: "Review of Comments on Draft
Cost-Benctit Analyvis of Panama RPHA Consolidation,"
with Attachment 1, "Ba.i.s for Nonconcurrence," Dated

23 August 1979 B-1-9

Draft letter from Office of the Chief of Naval Operations,
Subject: "Draft Report . Panama Real Property Mainte-
nance Activity (RPMA) Consolid.ation Study; Revtcw and
Comw.nts On," with Pages B-10 and B-il, "General
Comments," Dated 30 August 1979 B-1-19

DF from Director of Operation and Maintenance, Comptroller
of the Army, Subject, "Review of Draft Report - Panama
RP`A Consolidated Study," with Inclosures Withdrawn,
Dated 3 August 1979 B-1-22

CHT 2 from Chief, Utilization and Standards Division,
Office of the Deputy Chief of Staff for Personnel, Army,
Subject: "Review of Draft Report - Panama RPKA," Dated
7 Augiiat 1979 B-1-26

DF from Director of Operations and Readiness, Office of
the Deputy Chief of Staff fo- Operations and Plans,
Subject: "Seview of Draft Report - PanauA RPMA Consoli-
dation Sttndy," Dated 31 July 1979 B-1-27

S'. LU I --. • .. . .. .. . ... ...... ... ... .. . . .- . . .. --- i"-..
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Item of Correspondence Page

"DF from Director of Resources and Management, Office of

the Deputy Chief of Staff for Logistics, Subject:
* "Review of Draft Report - Panama RPMA Consolidation

Study," Dated 31 July 1979 B-1-28

* CQT 2 from Director of Installations Planning Division,
Office of the Chief of Engineers, Subject: "Review of
Draft Report - Panama RPMA Consolidation Study," Dated
7 August 1979 B-1-29

CHT 2 from Director of Real Estate Division, Office of
the Chief of Engineers, Subject: "Review of Draft
Report - Panama RPKA Consolidation Study." Dated

31 August 1979 B-1-30

5.

1
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-- UNITED STATES SOLITHSP1 COMMRAND
THE COMaMANOF11 IN CHIEF

APO MIAMI 34003

2 3 AUG 1979
SCPI4

SJBqJECT: Draft Report -Panama RPMA Conso idation Study

Office of thie Chief of E~ngineersA
ATTN: DAEN-MPR
Washington, D.C. 20314

1. 1 have reviewed the draft consolidation report and find numerous areasI

whic~h are inconclusive in cee-.onstrating that consolidation of RPRA in
Panarma would te tecreficial at this tire. The sunr-ary, as presented by both
the draft report and study group spok:eswert. does not present a dccisiv-ý
conclusion to the question proffered by CSD. Both in-.icate Tnat further
cor'solidation is not very desirable in that the promnises of savings or
Improived service, if at all existent. would be very slight.

2. ;t is readily apparent that a great deal of time and. energy v-ere P' *'-.
in~ preprration 0i the reoort. Ihcwever. pertirent areas rcqu1rirg analyci:
were omitted. Notable ar.orq these owissions was the imrpact uvon all trie
services of the firr-plemnentation of the Panama Canal Treaty. The turbulence,
reorganization. and relocation brought on by the Trt~aty Is of such magutuitue
that the addition of further turmroil caused by a "miarginally desirable"
RPIVA conso~lidation is unacceptable at this tirne.

3. A rWaor issue which was rentloned in the study, but was not fully exploit-
ed is the savings in ranpcwer, eauiprient, and dollars that are being realizedi
and will be further evidenced by local consolidation and coc~'eration throuigh
use of local arranrer~ents and ISSA's. The study states that, "Thus, man~y of
the usual advantdac4es attributable to RPMA consolidation have already bee'n
uxplolted to a large' ext.ent, leavin~g relatively less tc bi gained by further
consolidatior.". rurther analysis of this trea macy have proven that the
-mrrent me'iet-i of ope latir~n with continued local consolidation would result

T vl a mc-le feasible and more desirable alternative than the one clausen ar I
most desirable.

4. Based or t;'ese conclusions and input receivad from' the comnporti,.z services.
*, I can only offer qy n~nconcurreni~e with the recorwrendations presented by t.,,r

study group. To accompany this nonconcurrence I offer the following recmoraiern- j
tions:

B-1-4



SCK•I
SUMJECT: Draft Report - Panama RPMA Consolidation Study

a. No action be taken on recormmendations presented in the draft
study.I b. A two-year norato-ium be placed on RPMAA consolidation in Panama
and a new study be initiated at that time.

c. Fqmily housing management and maintenance of administrative
vehicles be completely divorced from future real property maintenance
studies.

d. The current method of operations be continued in Panama and
local consolidation of maintenance activities be carried on.

5. I look forward to your final report on this subject and, hopefully,
your concurrence in the proposals set forth above.

FOR THE COMMANDER IN CHIEF /

R. B. HOWE
Captain, USN
Chief of Staff

21
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R 311SO0, ALC 79
FN CDR FORSCO, FT MCPHE SIN GA //_AAF
TO RUEADWD/DA WASH DC I OAEN-MPRi/
INFC RULPAKA/CC& 1';30 BD (CL) FT M•AOD'R CZ//AFZU-FE-R//

RUEA'JA/HQ USAF WASH DC I/L
RUENAAA/CNO WASH DC //O044//

R•LaPALJ/LSCINC.SO •LARIY HTS Cl

RUEKJCS/SECDEF •ASH DC //ASD44RAELI/C3qPT/ ISA/I
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RULPAKA/'AhAKA AREA ENGR F T CLAYTON Cl

RLEB9XA/(LI'LSNAVSC PC FT AMADOQ Cl

LNCLA,,

SJBJECT: R EVIEW OF CRAFT kEPORT - IFANAMA RPMA CONSOLIDATION

STUDY (;'SC jULY 1979)

A. LIk. CtEN-P'PR UKLATLD, SA. (LU

B. M' G. CAEN-"0PR 331707! AUG 79, SAB. (U)

C. MEE TINGe kEPRESENTATIVES OF TRI-SERVICE COORUINATI1G C304MIlTEE,

7 ALG 79, FT CLAYTON, CANAL ZONE. IU)

I. FORSCO P CEES NOI RECOM4END IMPL FMEN(AI7ON OF SUBJECT 2EPORT

AT TM!l S ,IME BECAUSE OF THE F3LLOJW1N& CO3NS IDERATIONS:

A. TREATY iWPLEMENTATION FOLLOWING I OCT 79 WILL RESULI

IN SJBSTANT IAL PERSONNEL TURBULENCF. AND IN SIGNIFICANTL7 CHANMED

CONDI lIUNS OF OPMA RESPONSIBILITY IN PANAMAt THAT CANNOT NOd

BE ACCLRAIELY ANTICIPATED. SIGNIFICANT REORGANIZATION OF THE

RPM AGEtNCIES SIMULTANELUS WITH TREAIY-INDUCED CHA4GES IN FERSUNNEL,

PROCEDURE AND RESP3NSIBILITY, CAN IMPERIL YHE ABILITY OF THE

AGENCIES TC P•RFCRP CRITICAL RPNA IN THE IMMEDIATE FUTURE.

S. IPPLEPENTATIGN 6F SIGNIFICANT REORGANIZATION SHOULD

NOT OE INITIATED PRIOR TO I OCT 81 dHEN RPp RESP04S1I3LITIES

RESULTANT UPOK TREATY IMPLEMENTATION WILL BE 14COE ACCURATELY

DEFINED. A CCkSCLIDATION IMPLEMENVATION STUDY SHOULD NOT BE

,.***.b.S*b5O*S********* PAGE 01
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INIIIATED PRICR 7C I CCT 80 WHEN INITI4AL TREATY-INDUCED PERSONNEL
AND FUNCTIILNAL TURBULf hCE WILL BE REDUCED, AND MOkE RE OIISTIC

ESTIItATES OF RPM RESPONSI3ILITIES AD CAPABILITIES C.A4 t3I F 3ESEEN:.
C. A CK SCLIDATION IMPLEMENTATION STUDY SHOULD INCLUDE

CCNSIDERATICN CF hLUSING MANAGEMENT.
0). IT IS PREFERRED THAT A4 RP'4A C)NSOLIDAT!3N STU)Y clRi

PANAMA INCLLCE CCNSIDERATI7N OF ALL BASOPS FUNCTIONS
ILC CNSIDFRATI•N CF lPMA ALONE, SINCE CONSTRUCTION, BUILDING

UT ILIZATION, HOjSI, MAN&AE'4E4T PRJCUREMENT, TqA4SPORTTI34I
PERSONNEL, ET(., ARE T1O CLOSELY INTEkRELATED TO BE PRACTICABLY
SEPARIATEC, C• C T BE SEPARATELY PEkFORMED AS THE AMERICAN PRESENCE
IS EVENTUALLY RtDUCED IAW TER4. OF TAE TREATIES.

E. A RELIABLE fVALUATION OF THE STRUCTURAL EFFECTS OF CONSOL-
IDATION CAkNCT BE MACE PITHOUT A DETAILED EXAMINATIDN OF SHOP

ýTAFFIN, RELjIREMESTS. IT IS NOT ACREE~v AS ASSURE) IN TIE
.RAFT REPCPI, THAT PRIMARY SAVINGS (AN BE ACH!EVED IN OVERHEAD/
ACPINISIRATIVE STAFF REDUCTION* FOR EXPERIENCE WITH THE SAN
ANTONIO REAL PROPERTY M4AITENANCE AZ.ENCY WOULD TEID T3 INDI1ITE
1HAT IHF PRINCIPAL SAVINGS FOUND IN SHOP PERSONNEL REDUCTIONS
ARE, IN FACT, 5LBSTANTIALLY OFF-SET BY ADMINISTRATIVE STAFF
INCREASES.

F. GENEfiALIZED ASSUM4PTIONS ýGNCERNING ENGD;-iERING EQUIPMENT
REQUlIREPENT AND LTILIZATION IN CONUS ARE NOT APPLICABLE TO CANAL

ZONE C]NDITIONS. A RELIA3LE ESTI'ATE JF THE EOJIP'E4 T %E)E);.
CAN BE VALIDATED ONLY BY DETAILED EXAPINATION OF THE FUNCTIONAL
RECUIREPEKT oELATED 70 THE PECULIAR PROCUREMENT, REPAIR, TRANSPORTA-
lION, AND CLIMATIC PROBLEIS OF PANAMA.

G. Ah IMPLEMENTATION STUDY OF RPMA CONSOLIDATION SHOULD
PE CCNCLCTED By A 5PECIAL STAFF EXPERIENCED IN MIL:TARY INSTALLATION
RPMA, UNDER THE DIRECTIDN OF TRI-SERVICE OR IMPARTIAL M%44ME04v.

2. IT IS NO•ED THAT CONCLUSIONS OF THE RPMA CONSOLIDATION STUDY
PRESENTEC BY 71E ENGINEERING STUDIES CENTER CONSIDER ONLY THE
CONSTRAINED ALTERNATIVES OARALLELED I1 37rIER C3'4TE4POkAlY
CONSOLIDATION STUDIES IN SAN ANTONIO. FAYETTEVILLEP AND WASHINGTON.
7TE WIDER ALWERNATIVES ALLUDED TO IN THE POSTSCRIPT SHOULD ALSO

BE 4O!4SIDERED IN ANY IMPLEMSENTATIGC EXTENSI)N 3F TIE PRESEiT
S'TUDY: ONE-SIRVICE LOMMANW/OPERATION OF THE COMBINED INSTALLATION-S,
INDLSTRIAL-FtECFD ýASCPS OF Til-l CLeBINED FACILITIES, AND

UNIF ILD-SERVILE BASOPS SHOULD PE CONSIUERED A•D qELATED T3 THE
UNIQUE AMERICAN MILITARY REQUIREMENT THAT WILL DEVELOP WITH
IMPLEMENTATICK CF THE PANAMA CANAL TREATIES.

5S@$(**5**.~5e0*SeeS**S** PAGE 02
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3. FOR TIlE PRESE , T IT IS RECO14MENDED THAT INSTALLATION CONNANDEiAS
IN PANAMA IE PERlI (TED TO ADJUST THE CURRENT 1METHOD OF OPERATION,

UTILIZING ISSA'S AND CTHER AD HOC AGREEMENTS, TO ACCOMMODATE
PkDGRESSIVE IMPLEMENTATIO•4 OF THE TREATIES. C0OMMANDEk4 SOUTHCO14

PAV REVIEb THE PREBLEM PERIODICALLY TO DETERMINE THE NEED FOR
RtEORANIIATION CF THE ENGINEERING RESPONSIBILITY, AND CAN ADVISE
TjIE C1EF EF ENGINEERS WHEN EOTENSION OF THE RPRA STUDY MAY

BE REQLIREC.
diT
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~I)TAhT,4rN' (Sr' VIE tPI ORC E
1TIMALL Alit 10041* LA-.. FLOMDA 32401

Olt." 7,. AUG 1i

1.ie ort Comment on 1Zaaim Cothanft knl sof theam

'p;ýpovO RM it. raamathatwasprepared bi
thE tJ%,) A%.-y tcincer Studies Conter. Wc must ioonconctir as

tl. LL ritttt:a. The rcpoit is in neced of extenbsive rewriting
!)-ýfroo it can bo' Z'us i tri-s*ervice report on the piL-0
pc-st-J RPM1 consolidaition. While the report is preftneed by
a ca'n.ivn that it is not yet. cditcd, the diqressicna on zhe

luac%ý of uniforndtLy of c-rganizational structure, the develop-
wren': of rwvaluation data based on estimates rather thanI
obtainib~r' data, Aind th~e inclusion of the housing consol-
idati'ni question (v~hicf. w'as not to be included in the study),
as wc:Il :% many oicrpoints, indicate more than simiply an
untedil.ed one. Our bas,.s for nonco:;currence relating to
3peciZ-;c parts c-Ir the draft report are attached. Based on

xc %Anj",ttaizni(', .nd lack cf evidvene providca in thc' dI *_-.

currentcthoci of operation in the Cnloc

4 . Mannower rvottircments '1ete~riination isa only as good ýA s

e: f'& Ole v 'a-do tc -h~2e Aii Iorcrc- must be uncr;u0i'nc-a l3] ýIcnn-
~~.r f ' - pticol'! ý! thc ability q ze~ui:!:-.

t,) acc~rt,,.ýly coic_, Air Force. mi:npowai requ.1-c"nents. lit tr'is
rc-card -4z. wouict ii-t concur in any prupozecI ý:tons:iie'at:on

* ni I ou r Ai r F,-%r ct.. Ma na o nent En i inee t i ;,j7.,j Aqncy ( AFYC UA)
'n.r rc~vlcv-' 4:1-1- f i 53 rcrort a~nd r.lan *'ntI 'p s

o~t co-,' Lho r.U'jjeCt. (~i-j.t to '.j: A '

L?-ýir *'iuvvdce n r~t~ R~uest ye:,. rrc,:soe NF'*,/I-
ai UZI all i-it-re corrcrpn-ndence pertaird~no -. o thii pro--

post-d tconsolidat~icn.

3. We do not coittcu& w Atlx this repert being. final2zcd. ;

n~ew dcaft should be is sued for a s-cond rav'kcW since the
present report has not prcxirensod to the ct?-;c %..here it could
lie considered ;. tri-.%er,'icce effort for pios(!ntaticn to 0S.i~
In addition, wr, understand that the drift report disccns,ýJ
Sthe Canal Zonte meetinq on 7 August differed matcriaJ.'Ly

ruin t'ie draft t:IaL e.Q forwardcdI for rcviev*.

THS -1-195t VJO3



F-I 4. W•C :upport ti-.r 7cicjet o1 Lonc#lidrtion ..* '
etficJencies ýid moictary bI-n~fits provided uur mjjsi.on

c-.pabilitie3 atre m•ainta..ned or en~hanced. Thi: i'cport doc.
not generate that support.

5. 'e siggert that the study teaza revisit StAPrFA. The
previous one-day visit was not long enough to really
analyze all the problomt. The problems in tnh Canal Zc.:ie
would be compounded over those in SARPMA because It would
be tri-service, rather than two-service, and in a foreign
country. We feel that problems in reporting, perscnnel,

Sd'.a automation and rcsponsiveness would he magnif.ed.
W( 'ievo that if aY.1 prcblems are addressed rnd Liuantificd,
tk 7avings" may disappcar.

FOR HE COMMANDER

l Atch
Dasis for Voa.oncu;'reto

LARLE R. COLE, Colonel, USAF
Director, Operations & Maintenance

- .
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I. '-*OR NoN. NCoUfR'NCE

*'•. "ago 7, p-raagraph S. Any conrolidLtioll, Lo 0. i1ajist,.'',

must consider a resizinq of the direct laioi- force, if thc
same service can he provided. Enpecially alternative 2.
There is no reason to believe. that with a fully cennolidatoe
organization (alternative 2), some reduction and consolidati,,:
of direct labor could not be achieved. You cannot cxclude
"82 percent of the RPMA strength from review and have a mean-
inoful study. Hlowever, it would be hard to convinc- manaciae;,
that indeed no degradation would result from a lower eirect
labor force. The level of the downsized force would have to
be agreed to by all services.

2. a'age 8. The assumpt'ion that the d rect t.-.bo• wnrk iorce-
would remain cons, ant through any con8olidal,.cn while, expedlt-.
for this study is probably not accurate an,, could have a siu-
nificant impact on. the final cost-benefit ratio of an\ pro-
posed consolidation. The draft analysi3 as it now stands
dcesn't addrsýz ineffic~encies in the direct work force
operation which resvlt from unconsolidated RmpMA operatjor.s.
Prior to any decision on RPMA consolidation, the effect on t"
direct labor force for 82 percenL of the work force should be
examined.

3. Page 12. This paragraph is one of many instances throu,.
ort~t the r-'or-t whLrt: it st:Lteb th.t only ti, Army. hv,. a
manning c-uide. This cives the impression that thon, Air Y,-,.
is :Loerating inetficiently. This i•..especiaily true when tl.,,
. tatemeats are coupled with references to high Air Force o':ei
head such as found on paqe 8. While the Air Force manning
standards arc under rcvision, the magnitude of the changes L,
be expected at any base is small and, therefore, there is n-
real reason that the Army Engineer Studies Center could not
have used them.

4. Page 22, Alternatie 2, paraori, pi, l 4,. Hou-sinq ';,aqc'-
taent for Air Force resources woulH have to be shown under t!,.
Air Force Staff Enqincer in Figure 3.

5, S Lj 27 , p ar,.grrll t. Su0ooet aelct unn I•e. i. It
nerv.s no purpost, othcr than to cot.fuse.

6. Pane 35, paragraph 18a(3). Staffinn -,uB,>- shouu'C onlybe applicd to Army. It is lnknown if it c-7uli -C app..ie-d t-

Navy. Do not concur with it being app],i•li to Air Forze.

7. rage 46. Total staffing requirements are svn.marized f.
each altcr;-ativa. Recommend additional F[aures which show
Luw ivch service contributes to each aitertaltive, i.e., nhc'
how ',ush each service contributes to each organization aai
associated savings.

TO I A&I S UI



J. Page 50, para.;raph 22f.

a. The referonce to rapid runway repair in this para-
qraph rhould be deleted because it imples a capability to

t repair three craters in four hours. Howard APB does not have
the equipment required to accomplish thir. Rather, the follow-

uiic verbage should be used: ". . .includes an on-call base0.oU.•ations sustaining capability to assure the continued launch

and recovery of mission aircraft and fire crash/rescue." Also,
Sili1. the last sentence states this function must be accomplished
1'1, military or civilian personnel, the realities of the situation
dictate that we not depend on foreign national labor. Therefore,
the worc's "whether military oi- civilian" should bc- deleted from
the last sentence.

"b. The basic requirement to retain Air Force mJlitary
t~nqineers at Howard AFB remtins firm. The uninterrupted
opcratior. of Howard AFB is essential to the successful accom-
pl;shment of the Air Force's USSOUTHCOM mi';sion. The potential
for pculitical, social, or labor strife during the upcoming years
of transition in Panama precludes total dependence on a foreign
national work force. These same factors are makinq the recruit-
ment of US civilian workers increasingly difficult. The pre-
sence of a core of Air Force military engineers is essential
to insute the continuous operation of Howard AF, under al,
possiblI, conditiins.

10'i 1k *h" .ýx

cngin-c s at H'oward iFB complicates tho dcvolcrrent of a
S•work-i'eW concept of o)peratien. for a consolid:,tcd RP.4A in

Paiiama, it is the continaenvi'es which these militarv are
r•quirf'd to support which form the basis of why ve are to
m - raiittain base's in Pz..ama. Failure to recoinize thpm so as
t('. timp lify RPMiA con5.olidaticr %%ould be neulligent.

9. Paa,')9, last 1.,1aqraplh. Not true. Manpower stindards
coild pruvidle guidance on shop strenqth.

10. Panes 60, 61 and 62, Beyond the Anslysis. The statur-ents
in thin• --,'tir-n rr I h. .c*if1'cren.: t_-, thc, v., r o1
Srervicc*., *RPM;% crrianlzation.-l1 structuros arr uinsubstartizatcd
S.-nd shou'A bc delet, .J from the report. Ne wzerc in the report
in therc any data to indicate one PR.MA otganiz3tional strocture
is either more e~ficient or providii.u a hýiqher level of serviý-,
to itF customers thaa any other RPMIA orgaiiization. The study* fails t- rccoqnize service mission differencpi:', i.c., an Air
I-orce base is the cei.ter of mission accomplishment while an
.rmy f-rt is a point of departure to a forward location. it

is this type of anilysis which requires that this report bc
rewr:tten in a more objective manner.

2 -l-12 111| PAGE IS BDST 4UL11M EiWMO
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1]. Patio 62. %Iiero i ý; it t~ il any,~lV ju:Jtificc~.t~ Co~ Joy
the ESC *CCOroni' t't io! W1 hSOS Con Sol iid;LiOni ~i I iiiiid l 1.10
rep,)rt doe~s not thor., 'i) ~--w. t ht.- coists and beaefi ta of
RP14A consol id~itien2. REt\'IMMENL)ATrONS.

a. '.Non'roroir #1, Panama rhrnxd not be provintz grot'nd
due to. VOlati:(., foreitit ?;Žtudt ion.

A. b. Nokcotacur 02. no't supjported by study.

C. Noncazmcur I3 not supported by tstudy.

d. Nonctuncor 04, no,~ a pairt of taskinq. Moo bigA

deci s I on to w.ua br.d ('11 ('ofl-E) 13 d.1ti s~t udv. ~Ys tems.' we,-e
no%; desigjned with cir r-olid.'tioi in min~d. M-kcIh service has
cii fiirent mi~ssion ainc 'i~t!; intiqui. procetlures and auto:m.tud
Systems to accurrpl .-il that.m.in

12. Page 11-2t), quest i'.i .1. Tho reference to rapid ruiiway
repair qhould be d.Žloted, substitut~inu ins~ead the words "Thec
i,.eijsiof roquiJit'; the cda-,hillity to sustain operaLions inclur:-
iaq~ the cont iZLtkl1n asiuo lau.3UV and rc4:.x'.'ry of rnisclo:.

d~.f t.

13. Paicl C-1-1t., pararUiraoh 5c(fM. Prior 1,o the dra~ft beirncý
writtcn and nvbt-fort c i is mattW.* final, * . "sticrn~ concerni~iq
discrvvanczieý ezrc~~aT~1 h.tvo Lecii Nc~vqi oting aj!

taiL~es t-. tne \'cl1jlhty of 1he .~nalys~s. M, Ic .u
* 8Esqfttt.nCCe I-eciiiii ntin "to:;-' s.oi1 s....

14. Pa';.' C-1-16t~, 5~ ;'i~p c(2) . Usacne daita on Air Force
eq u i ptnrn.he n ot1j fl. -x i ned, cii A? ¼ 1447, is nnqie
by the Tr~~~ttois-pailron. Ti~o repo.-t docs noct Lake th.ý
t.ime to re.~oivc t~hi z.d: problern. 1)e- et -Ž sentence bgn~ ~

'i.,j; curlou-....

15. Page C- 1- 7, paraior,,-Ol 1,c!) The wordinc. of. this pal~a-
qraph should !)o rewe-.r~.u' -o thal? it is Clea~r thlAt irir~ie it'.
m'.Iit;ary U v iv '. n(,, i, Lidi' i--,. o the wr~ fTo 7
called for b%- 111'MVA work r~cquiroit'.er.1' but i;.,ithcr o.abt o.-
that work forc-e. -11ir, is necesatrY to p~i.",rnt thr crronicous

as:ption that. Prime IWVF miiLtory perso.:inol are i-xcess t
the PRMA work fr'rce,.

16. Page C-1-32. paraq,-.anh 8. In the laý-.t senitence if
neither FSC n~r the Ai- 1ýorce (TAC) kno.-w -*2lere the data c;'MQ
ýron~ and nihr verify it, it shoulai't be used. This

adds ~rotq~ doubjt into the report's analysis and conclusions.
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17. Pdjqc U-4, txi ve-q ' iph 5a.~ Th, 1-1. is no tiC t'c-3 to ''.j1at'

porLtaton aquo-drone or 11Q TJC can provide tha~t data.

10. Annex E.

a. The propose'd concept of consolida.tion has mlany~
- undesirable feiture'i. As envisioned, coc!-olidation of
* general purpose vehicle assetq will leav", the Air rorce wit,

th. ri'tna erneit and nkintan-i.nc- re..pon~liL.'ý1 ity Qf loiual.
vehicle f lect consistinci ef all f ire f,-i.t itig vcehi.-es, 463L
equipment, i-efueliuic ve~hicles, msaterials 1aandlivi(; issc-ts, anid
the entire rivil onqineerinq h.'se malrtc nan fic-t . Thiz
will ;:esult in a situation wht-reby thu "*zjnspqort.%tioat Squatlroll
will be required to retain an orgar~izativia stut~UtUYT .3 and man
po,.Ver force tu mn~ageqt .ind maintain this jortion of '%hL. fl.ot.
In at practiral n;centtrio we arc- tivinq ~a pcirtion of the 'Llcet
(tiencral Purpose veiocles) for maintenian'.- dnd st.innarent
purposes to an~other servioc (Army) wh~le .ia&nta~ninq nijiniilar
re-.11onsibilities focr a icsidual vehicle fleet. In our view,
thin, prospective method of con!soli.1Aaaticn 'vill ne(Liatte the

benmefits, if any, that from a :onrceptual !ýtandpciu: Yt wc)uld hzivtc
- - accrued by consolidamtirci. Vehicles are a wing ecourc?

entity" that from A manaa-:emcnt * maintenance, and operat~icn-1
* ~viewpoint rt-quircs the existence of many inclC~ltryi actiý,t.`tieS

6uch as% (1) tire shop, (2) battery sliop~i, (3) bench sto)-kr,,
ý4) tool s, (') wel.Ciio slwim., W( ) aint.'n..:.- ftlcll15ti.es ,

(9) a inanpow-cr and n.inaoer~ent !-tructu.-v thazt mak',s rcss.101c
prov Jing userr' resvonsiv supp,,.rt. One Cf the 1 rimlary pur-
Pore,,; ri colnrnl id:%t il.: Olouil ho to comhine tIies,- (sncillaiv

funct ions so .'t to ort im.i z ut iliz~ation of reso\~0 a1.d
reduce cos t. unner co i~p~d croep., thc-sc acl1r
f ur t-i ons w iII have t o 'ir . xn ex i,,t -:-v tc lupttie

* *~residtua1 vth'cle fleet- inder .(-z:Nneevt r!imr:hn ~2. ~
due to lr.:S t'.a j- t ir~un : ii..t~a ~~'5 of a rd:C

*fleet m~rananed s-d m~iiitajned by the USAV. The appoach o f
placing rnaaoiEma cnt Tvn1 iinteniancr e sp-ibjl1it.' -s r,~ wrcr
purtuse vehiclos und.ci on~e ser'u ce (Arm,,' while lz'vn I li n

re n i iti.~ o~a r,,:-id-''2f'tr Air `-l~ce *

* (oo'a¾tIS Ies t.o ' iltjrý'.Ifr'rc ta : rersour.cc eni t j
ne~lating the r'm1-ar'. obje-til'es of cons-L~ latiac7. F'urf.Th:.-
it is axic.m.ot ic-ally true(. Lhat every time that a rerourcc
entitv is divided i_*.e ~wn repartate fun'ctiions with each

V~ 'j icqiri nc, -, sepairate "i~naqc'ment overhead, a -,ýste of mateiijal
and mnivpower resouico's invaria1bly occurs. Another underir:,ble

* feature of this proposed fleet cons.olidnt~on conceprt is that
it forces users to wni-k out vchicle problcins. with "-wo servi:.es
coneratinq under two different vehicle Yran.vgement systems. Thi;

wili create a very untenable situation for 9he user.

U II PA48 is am? Qla[W Is A 8 1
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* ~ ~ ~ ~ ~ ~ "o ' I !.:e.- c ~ I .t. 1.(!'hI * t in lh Iu w'-'

futur.- , coo-,,- i 1.. ion rx,!*t 1w sttud icd in tori'.. r-f t-ot '11 f 1 oo t
a1ssets Vi cc "l;I-e:nt p'repon.-il t-o ct-nso) id-it. oa.int~- -inc.v
tiflC (per('¾t jov ft 'r ;-,nLt'*,. pupo ,. veh icle, IC; xClr ive) " . Onl 1y

thi~~~~~~~~~~~~~ ii -1Il l2 nrini a c?~O1id o i e in-h i ng
inf ra~it ru,:tur~c ui r.n~ef cii io * ins'i 1 a: y fu 'i't ion%
and mma~~'timn t o- -*~t uoturo it Ae iconp Ii ;hed . In
summliary, rur1 p05. it i cr is5 t( ' tppi -.h consol dalt on of all
vehiele cateqo~rier wit~h 'Ihi r c'trv-ý;pondint; rt~arwtI'rnent a-nA

* a~itkteri1a 1 sup; :'rt (int, vso not .tddro'iss th,! iscue at-.
l.Wo (to v'-it f .ivor conzol i citit *: a' vort~ion o ý th'" flicet

(qenrwixl purp,., v .ehic-l,';) .'vkz wh-''i th-:, _,ez kc act-irij ar.
tilt, lt c 1T.1, di M11 It f"~ll1dler'~(~b i c or

thatt 1'ýort1in (if t ..e f loot

c. The reconrencieA - o t her s tudy niust encompass a
(let it ci %2.v an .' of t hti o Ic. noi areas wi L Ii a mu-itua I '1v
aq rvod .. Wr' - '.1:i or . a .c,- ip iish I 1 - t rai; '*or of
vehicle icu.~. .y( t ratu-.r of facil it ivs.* tools, and
shop oqti pmont, *3) tia-i ot r1ianpwer ss'.ic's to include
P()s 1;i U 1 ~1 utl s ,It :'.I L 4 t !4 knit I 4) relaz.'d fiSCal,% 1r.;it~terbj,

i..*~~*TIcnn .!).Inro "! _wi1 t ios re~n tirscflmnt for
~er~cv;*(5.1 untt~itw wi :,v ri ssir'a reuier'-71tt3, i.e.,* 1aisbl~ity,

dsast er prt~q .uit,.2 t n:t~. en ni s , 16) wi nq f ' yi iig roqu ro-

CF, v c', ' .~*r.n~,an rratc (C',
lc.~11 A ~ t''., i~ '- :jL 1!.: 1 .1 tij i;C' UVV.; 2V

C~f&.rA c c~~i' * -' * X;.vct , t..lndard ; of ý;I .e v ic. -SOt

respoits i: -,'-.*(C'rc-! of COPAIRS contract :~n

,f vo tI I r , ) ~ .e iac-.t s ys tevm fo(-r ve h icc I CC-era -
t i C-11 :k:~ -.,! -.,Ic - .I4 ma ir. t n c v c pr io r it ies (5
Issu.5 in ý c~' r: l:r :ctary licenses and records, (16)
acciki-w- inv(-t-:t ';t (,n!. 1 ' pi u1a advninistrattivt' t rans-

F ~port :'2v~of ,* cr'ws , \'I Ps inL---,cet ons, vi-sitors,
etc.,* :c'd ai civ,. tud-', - nt thait from in AMr r01 er .c-
:)Oi nt iriv e: . ir! in-1 '?rn TtCicititt to conso0lSOidi Ct. 1on
Wil I r 1e 011.. ' 1)y t, *!do..Clt'" -n M.S. C" -it!uar -

1 i. icn-: r. 1'- I io~i of Foy.1~i~ 'rcc oc-r cCi -sr.s and
bcci.2-fam~i l- c~~r %~,ti.r.,~:is Ylht tco be incluC"-1 in

* ~the nni UthiS 11111' x rl i ? . dc' Iete;.

d. The ma in corincli., ions of th.e stutdy i sudi,.ate tho rcn-
-n ,,u,' ý., rvemc-e m¶anxq..~- .1Al arci -1.rici]

Pos1 tiOtts, M,,Ximl .0'U 1iai~ of- ;erscnroi e, uq.l n .
dit i os- fer -ill tY,)D proiinel i ii the Cani 1 ?oe and docrease

* p~r,~ vm~rr.t co.-ts to~r urn i'rs:il £sei-.V'cc:.



Ib. Oper,,ting results are piovided below. !t would
appear from this 1stn that the presont Army method of operation
and mlaintenance of assiqnment practices are not obtaining th,
bWt results for DOD.

wP nOperation and
Number Percent of 4Maintenance
of Units Occupancy Cost/Unit

Army 3,315 96.7% $3,913

Adequate 3,082 97.4%

Substdndard 233 88.1%

Havy 312 97.8% $3,644

Adequate 300 98.4%

Substandard 12 84.0%

Air Force 1,182 97.4% $3,630
(All Adequt.%L)

c. A detailed tri-servicc evaluation of all factors
would indica'te that there are zew benefits to be realized and
thit cost s.ivinis have been rnvtrrtated. Cons.lidation woild

detrto:c fior,; the current A~i i'rce quality o- lifr. Fan Jni1 Y

housinq n.,naciement in the Canal Zone should reinain an indivizual

service respo.si'.)ility.

d. i,, !ylctors .aze ortitteti, cin /c•n l. verstatint:

the o-stimated a•nnual savinq.,.. Wie one-tin•e -csrt ý,f upciradin,3

o,, t:.sti;•;f.•cility *o accormmo&dte a cunsclidated Family
flO.f.ing Cffice! iJ not shown; nctern'zi-o rd expanding the

coriunic- ions network to reet the requir,.,rents of managinq
a widely .•zattered housing complex and a two-way radio systert

fo.e th.e housing insvecticn proqram are not z-5•ressed. in

addition, POV mileage reimbursernent costs for irspeG.tors, HRC

and other housinq personnel would greatly increase due to

w-'dely dispersed housing areas. Additional offi-ce machincs

11



11 (1 c C u i w'h11 tT w' 0 11 he r. e ed. n-in lly.' the' rc~i'1

~po'i~'% nd thk :c,'l~ (wi thout. e.ýnsidc rinq the inc~on-

a *n d s"Ioc c~ompo i ~i i*.v woi Idt x tdt iidnonaNv1in

Poqnt f f. lt-~~~iici.c action study, position audit,
.ind mitei '\%for man.'~te'mcnt s;tod%.i On 1 v then can a dollar savinqt
ble comnput 1 '1 v- i.* reduct ions ir. the number of posit ions
-lid rt silt from~r:; idat ion, thc tre-me~ndous increase in

k1I~J~Ih'~ q~c'.;n . itit:.r'. :ht. res~ul t in qrade inciervaser,
--)I f-Set t W1 #..v i ' pec~t c'1 :'ror re, hced nh)mI1)%rs. The rtutdy

f. 'Il~o I ri .n of f ho conso I i da ied ?,;,Off ce would.J he

-I ~ O1 -'cyi (- t'w-. Tri--- distact-x f o r ins veo to s -wd

N.eI d on c t iý_ lca~tion. Minimiture
rioiroi- *v timeei wol .'iesph.i ta * irnsprections and

iiohq- Lt, i s .iI ' n ,, i nspe C th tor fle xibiid tyio could
rinctea!;,'-, %:)xa tozu due to quatci-'r e m-n q v* . ri oro

~~or~~~ne~ f-; I. t~ :i~ I .n c eto'r v to eko a~itao 01'hu~

So?.c .r.~ne )itr, -:c' vi n(~*P and prcixrs i burt if
delnc w.'ed , idit :,'e i nclutli a r o .cui-o 1 f furnveiturebwc d

h0. '.It. ~ 3, .i'..r~iceiv,3a thal ~tmcnslidtio w'~3:ouldJ

bo~~ n~' nui vmn Ia I lv I%111qn h ( Vuýc nqI ae U:.Ib!;t i .n hoateŽs . ar. o
Shoul " eetd J i.'t her ona PC. S irrdez-so bth ifrogh
des v f tI arr dolla Aen-vr,-.e * t., ;reprt ou havo ob u ed
by t a y*ho' trtte3~ r'cudvldrsn

2o. Zva'ic r-3-, pa-.rtcral-h 3a (). The sttmpl .- w neuts on'Atir

shorcd h- rsttit ~ht, r bea deleitc ina -iubth snthdy toc-ugh-

the off ciency -i.J level of service j'rc.': ;c'd by the Army ani:
Mix. Fo'rce or(1anii4.atons. Tho assui2l!tiofl -. w the Ariniy SIsyt-Om
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~.the Ix-st ar' a b 14ne f or t j.! ; studiy ir in p ti t- ic:,-i .~
c~n~tb- .%cccp~t 3. Aliternat ivv la is not a vi.nib'c alte, n ive..

:E~ un'-.:own if the Armiy staffinq Guide( car' be ii.p-p~led to Lhe
cirtent Air Forcti and Na~vy irrodnizations since they are
oxqlarized differcritly from t;., Arm~y and haive different risslor.S.
C;Ay 16 spaces shouldI be delct.'d from Alternative la since that
iis the ar-ount tho A,-my ifi ove -he Staffing Guido.:

22. Page l1-1-18, paain b, Alternative 2. Since this
orqannizatxin idtŽ.e not address consol idat ion/reduct ions in the
dire-ct 1,sbir area, -.t :3 no real alter-native - 82 percent of
the work forc. %%,s iqriored in this effort.

"23. Page ht-1-22, i-orasiitaph Sb(3) (a). If iLhc consolidated RPMA
ntricture is adoptc-1. a separatett staff ecynereer will be recuired
aý)r the At-,%. Hav.inir the ,crisolidated kPM.A structuic, sub-
ordir.,ite to tho Atmy leads to --w biased situation wherc. the
WI1MA organ; zait ion .~w~not hatve true indt';.ondencc .-i f-tich a
~itltoaitiorn ,c,-al lv.x,! * loss than acceptable service ttu Air
Force and Navy c~ustomiers.

24. iia'ae 11-1-24, Alternative 3. Main, -unknown if Air Force
can function und-r Staflinq GLidIe.CS. Not, a viable altei:hitive.

')$. a"a q.e H-1-30. pi,7t -ah 5:1 As noted in commc.at 2.the
i temppnt "the Air X'cr-ce h.N no ma.nninoi ý.L "'c" j .efi

T he anraly::' s of Alternative 4, tor the abov': reasonis, c,--) or! I
be ronsid-rod as !nriiornplcte ard inconclusivc.

2~. !'nqpa h-I- Q1 p rd:%p -t- h~ 51 Comirat iscr.:, of Altc~rrnativcei
3 .'nd 4 Cain on ly Ie % i 1 d when t he -f f Iýi. oncyJ andl( Ce v c'
r-.trvi e tit ov de(: by thic tw-' F.'rvx o RUMvA orga..i 7.at~ o;-. liAv-

27. Paicit E- 3-7, na ioritth 4. The sect ion on couli ptnnt is
not Ck3? 1~v...' uSIr.. rlv ti'~t:.(I :uicn

I? The'o~di Iion.,iýin -nc-r

-. 28. ~Paqet 1H-31-13 Lhrctuý,h H1-3-21, rgr 6 Thaa!-

o f SRZ\ k. h":Yj b,.ic only tho.: . acto-T othic:-~
to the cionso'idjt in cCirnCte!' for Taai. I-ntenso SiiM
pui.r. on a one-lay, vi sit rhoaid biý doleted .cu
th i Le!or t

8 B-1-18
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ft *Che o av opree tasc~~o ~a.oeamu

mr%1q"08 CI 20314

0969 "f. Vanam Mseal pyoperty "&Late""*w aqUtj~jy IN.1W
COMOLL~tim Study, "eview and ce"At~s 48

~~aS'f ltv aUit .10 461 9 */gowl

he &.M 9eqae, by reference (ci . the oubjmf covoct ;is$ beea nteve$

f ew i4"neaiet and 5n1.,ae to~g Whisk an hernia P .igsd fee

.. "IV - CAVAINIMM. Cocu with th mo fe o Ns1
sts*tlea.Ms . cotte in he m).ct eta" go pages &1 n -1
Tar Precepts Llte4 &to oe0ei4srei an eseentlal 5.10e .dw S-U.t o
0- Per a"d No oaolastles implementation plan. @

b. Coe~c ~7 ~ * The subject study states that ~tatl

fteft states *at ssaN~u~u expeaded on unique amtntnaanbe function
3r foamad4 by LOe Savy On Coewankations network antennacs uwuld be eSMLWde
t..ft thme Study. C--rwtdoring the level of the Maym' involvemnt In
Peftme Canal UMA workload accomplishment, further cansolldeeiee amid
Pre9" ec~lomonilly &'13 operationally unfeasible. However, the "v will

4 . L..tr. swALAtize lIstor-Uerviee Vuw'ert Aqremsta Mghsf Wheewage

Co' va - ýrAvtLT Responuibilities and sope of eperetione
I" the PJth te& wi ll undergo many chanq~e upon iwplanntatien of the
*&n ame Canal Trost-/. I October 1979. Cost benefit analysis basad on
kistOriCal data Mai no lonqer be relevant to future operations. It to

V 7-rfor raear!.4dd tkat OWMA cons~olidation. anlvoii be deforred est~L
I att-frooty sperattoos have stabiliaed.

(ICE

(ESC NOTE: Pages B-10 and 5-11 as reforencod in paragraph la follow.)
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PANAMA RPMA CONSOLIDATION ALTERNATIVES

'I CENTRAL COMMENTS

A brief resume of Naval Activities in the Panama Canal Area and the
current method of operations (010) appears germane for this requested
reviev of real property management activities (RPMA) alternatives in
order to set the basic stage for the enclosed Navy comments.

1 * U.S. Naval Station Panama Carsl $a the najor naval activity iad
reports thoogh Its appropriate chain of comand to thc_ Commander in
Chief, U.S. Atlantic Fleet. U.S. Naval Communication Station Ba1loA
reports through its chain of command to Commander, Naval Telecommuni-
cations Command and U.S. Naval Security Group Activity Calets through
Its chain of command to Coamander, Naval Security Group. Thus, each of
the three larger conmands reports through a separate major claimant.
"Included within th: Naval Station e a number of tenant commands and
supported activitU.s such as the U.S. Marine Barracka which also report
to several separate major claimants.

Even rith this spectrum of activities, a number of consolidations
have occurred over the years which have reduced duplicating support
requIrements within both the Naval Cormunity and among the services.
These consolidations include refuse collection and disposal, custodial
services, exterior and interior painting of both family housing and
other structures, grounds mainten~ance, civil engineering support equip-
met (CESE) maintenance and repair, supply procurement support, con-
struction contracting and inspection, engineering planning and design,
end the majority of family housing functions. Various other services
such as fire protection, automotive repair parts support and pest control
are received in varying degrees from the Panama Canal Company, U.S. Army
and U.S. Air Force.

These efforts have allowed the Naval Activities, through the use of
consolidation, ISSA and contract, to reduce the required work force
levels to a lean-and-mean "generalist" versus "specialist" level of
staffift in most cases. Even these reductions have left each activity
specialized work forces in such areas as antenna maintenance and repair,
fuel operations and maintenance and waterfront operations and main-
tenance. These specific areas are command-peculiar and require strin-
gent operational control in response to mission readiness capabilities.
All the above notwithstanding, many of the consolidations were success-
ful due to the commonality of reporting., accounting, and staffing
requirements within the Department of the Navy. Fven these consoli-
dations were not without significant problems and the requisite coo-
promise sclutrons. The magnitude of a Tri-Service Consolidation is
essntially without past precedent and though Zconceivable, has extreme
problems associated with the total concept. These problems, coupled
with the Panama Canal Treaty Implementation, uould appear potentially to
Impact both efforts adversely due to the diverse manpower requirements
of each program In conjunction with daily business as usual. All three
manpower demands are occurring at the sm@ tim on one, unchanged
nmapower pool.

3-10 Enclosure (1)
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With thi£ In mind, the questionh presented by the Engineering
Studies Center (ESC) wtill be answered by a coordinated Navy response.
Specific problems for a separate activity will be identified as such.
TWA responses or,. predtcatet; on the following precepts for any consoli-
dation study of the RPMA areas or any other BOS areas:

1. The proposed actions demonstrate significant cost effectiveness
aMd efficiency with ao resultant decrease in mission readiness nor

co and capabilities.

2. The proposed actions provide eeejee or better service than under
the CHO at the same or reduced costs.

3. The proposed actions preserve the Commanding Officer's preroga-
tives and control over RPA functions within his purview.

4. The proposed actions provide for and foster uniform treatment
of customers.

¶ 5. The proposed action gives visibillty to all costs and charges
for both the RPHA manager and the customer.

6. The proposed actions are fully! compakible with the Hlavy's
cosmaod management system and philosophy.

Compliance with these precepts is dee--cd essential for any con-
eolidation to be considered acceptable and feasible by the Naval Comands
ia Panama.

2-11

Bi
1-1-21
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"View. Of DrAft Report Fama.0 WA Contsolidated Study

a. This office has revieva4ptietscioi it rf epr.n eiwr
analysis of the report Coinsidered not only Ma *h. 010 tasking imemrandum. and (b) the
thqvru~st , of e~ the A*Wrny butin alo()lskoldeo a Canal Treaty Ipeetto

isquromts.wheeintheArm assme ew sulor xpadedsupport functionsefctv
I October M9'i.

h. This directorate's Impression io that the USCKs draft report is 4 reasonably
good iocueeot. given the times gamw available for collecting. 4nalysing, and aggrga-
tilig roquisitc .Mta andi Informat ion on fIH4A activities by the Army, Navy, and Air
Porto in tie Canal Zone.

c. This directorate is in agreement with the thrust* in the Sussry related to
(1) desirability, and 12) the continuation, of the Curren~t NotIbod of Operations (Cho).
It io not in agre.~n% vith any linkage. isplied or direct, of IRIA consolidation with
isny other &as* Opertat ons futncitces. UFMA consolidation has occurred on Mtau, Hawaii.
40d in the SUn Antonio Area (SARP!'.A); no other base operattons functiona are involved,
noar should there be with reapedI to Panmam.

d. The study report suwarv, to at beat, uncertain In Its discussion of both the
feasibility and the desirabiity of further UFWA consolidation in Panam. The inter ontc
oAm be dra-Ai that the facts are nonaupportive 4f a positive conclusion. therebv lesdiaig
.0 the odedctivet observations that consolidation io "not infeasible" (or "not harnfulu)

nor is It "andesriable". There to no intent to criti its the study group; however. the
Impression gathered is that since the "front doot" facts are not conclusive. there
should be further efforts to shore up the study recoumendatilofts throush the "beck door"
is that two negatives are positive. In Dst. RNWA consolidatietn is either feasible and/
or desirable, or it is not, and the study should coup to pvipe with both in its fioal

* 3. 21MwntAtjon Of the PanMAW Caal Treaty:

a. the* study doer discuss to ~soustettmeo poges 3-3-1 to 3-3-7 the additional
support responsibilities to be shouldered; however, not in sufficient derth to convey
the true wagnstude of tI.e changes to occw-. - shortly - which should be considered in
any further contolidation analysis.

b. The scope and scale of these c%angee are reflected in the Any's increased FT Str ~resources for treaty implementatioo, as submitted to the Ceegrass is the IT 50 ?resi*
dent's "ugoti

B-1-22



-b.- ~ -MCA

OK

61:UA10.059 1 374

Otber 20,029 .21 LAW!

Total MA $3613%4 343 2,416

A/

In the rY S0 l9CA Auth.)risation and Appropriation tills as though this amount
was requested in the FT 6O budget.

c. Appendix N- states that treaty implementation costs are not Included In the
altern~ative snalvots but dots a.,knowledge that the treaty related funttis~ns Impact

on 334 is important. Paragrafh 3C. pages M3-33 and W3-37. also states.

"rho Initial Increase in workload followed
b7 a decrease to current levels necessitates
good prio'r plannina to reduce personnel tut-
bualenc* and force reduction costs In 19S9.".

d. figure 5-3-1. page 3-4.depicts changes from January 1979 to October 1904
for number of buildings and square feet resulting from the treaty. Figure 113-2
compares Improved ground* and paved surfaces fram January 1979 to October 1979.

0. The trends In both figures are misleading. Although the number of buildings
sod square feet to be maintained drop slightly from October 1979 to Octcb~r 1961.
(4 sod 6 percent respectively). it is not cotrrot to regard the October 1964, level
as 'a deer**s* to current levels", I.e.. to the protrooty real property inventory to

f. What Is omitted is the major changq io the composition Af Army real property
00191tenaMnce And repair rssponasiitilities. The Canal Zone Goverv%.asnt Noulth Bureau's

medical (acilities. e.g.. Gorges 4osplital. the dependent school facilities, upgrading
of current facilities to ada6iliatrative offices. etc.. all constitute a major -thange
In the maintenance and repair, functions which is not portrayed itr' the nominal perfor-
more* factors of avueber of buildings, squarea feet. etc.

B-1-23
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Sm J3~Fa Review .1 Draft Skepart *Paemmm WMN Cesoolidused study

g.Attached as lecloeure I Is as lafermatiem paper developed for the souse
7 a~.nd somate Appropriat ions Coit teem which aexpaissi tbe maure of theme changes.

asIt. Tke ferOWL.6 oaregraphs disclose that there will be major changes sad in.
armises is the Army's H4A respomaibilities under the treaty effective I October 1979.

SThe Lray's (193d lot Sd.) RIA budget will Increase by $10 million exclusaive of
11.3 million in ret"Ubrsoemnts ar 61 percent frot the current 11 79 funding levels of
$16.4 stillion. Vithin the $10 million. $7.3 .:llios will be is the "A" sod 99" Gc.I cowlto. for as increase of 46 percent cespsred to the curreat level of $12.6 aillion.
The RPMA clvi lie. worhiorce will increaes by 374. This dramatic increase in the Armyils
psassmi 3MIA prost.. will require an mexpnded effort and tim to (I) assmm the added
respossibi it ies. (2) initiate operationa. &nd (3) achieve a etabilised4 "modus operandi'
Clearly. difficulties and turbulence can be expected not only In assuming this expan-
ded w~rklosd but also operating in a markedly changod seviroaftat under the treaty.
Additional turbulence &and chaa~o would be experienced by further URMA con'tolidation.

i. In deciding whether it is "feasible" (or "not Infeasible" since it is moot
%&fu"IVW) to proceed with further URSA consolidation. a larger issue needs ti beo
addreased than the &&vor savingssojlcted In figur 13-)-. Paeg 3--2.Icidentally.Ithe semante in figure B-3-7 do not include the large treaty increamnil cost ostiustes.The overriding issue ist The Army's capability to perform Its treaty related functions,
including URSVA. effectively. so as not to degrade the support provided to military andcivilian personnel and their depeadcats - wich is a fundamental premise underlying
the Army's planning (or treaty actiona and associated resources since February 1976.

j. LAnther major factor is the organisation of thle 193d Infantry grigade (Cl).
The brigade staff is dua i-hatted; it serves as the tactical brigade staff and as alarge installatbon staff. tasestially, It is a loan organization for normal tacti-
Cal anld Support missions bbiCh has had an entenSSve treaty planning and implementa-
ties workload superimposed upon it. During treaty planning, serious consideration
gas given to fermang an installation staff orgenisation apart from the tactical staff.
Additionlma: npower an undsu iul. have been reuired for the installation TDA.
Given what was known at that tam (Aphil-June 1978). PORSCON decided not to recaawnd
to 04 that the tactical and installation Cum tions be separated and additional stat-
fivg Provided. In sten. the FOUSCOM decision was to proceed into the treaty environ-
amt with essentially the 19)d stAffing structure. Xo matter how one looks at further
IM9. Consolidation. the end result ts &addd Army uork1lad in Panama to an ao.rasdy
heavily coad t ted/extended staff. The second major premise of Arty treaty plannings
has been to maintain the capability of the 193d to *%*cuts its tactical missions.
LAM this factor sloe needs to be carefully considered in any action that adds workloa..
to the Aroy's major elaaent in Panama. the 193d Infantry brigade.

4. QRMjbiALM: From the foregoing, this director to conckitss:

a. The study is ambiguousasi both the feasibility and desirability of further
-. ~cemeolidation in Panama.

b. Projected savings are both minor and tenuous anod e*wlnde additional manpoewr
amd foods for treaty imylmetation actions.

a. The tearhedly changed mature of the Army URSA workload wader the treaty we met
anlysed in the study.
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* SUWjETI Review of Draft Report -pasama UpA CsMselidated study

d. The Army*s existing *rganiaatiosai staffing Is Panama for tactical &ad cup-
port requirements under the treaty was met considered.

4 4, The turbulence and tiansfers of functions sod civilian msenpo-.c to occur
em end after I October 1979 were aot addressed. nor were the tim and effort required
to assimilate both ad achieve a stabilised. higher level of eperatlose to a yet to
be determinewd treaty eovtroomnt.

5.~~~~ RaoeistnzTiMs directorate CeOn-fd* thait the OA pouiti.. to the RMN
consolidatia. study bes

a. There be no direction to further consolidate the IMA function in the Republic
* ~ o ci peom at this time.

b. It further study indicates substantial savings, a.&., 20 to 25 percent, sand
there is ea impairment of the Arsoy's tactical and support responsibiltitles under the

treaty, that the earliest further Ram consolidation is considered be I October
1964, i~which time the Atrmy's functional support workload in Faftama generally reaches

a atabilimed level.

c. In arty event, there be no linking of consolidatinig other base operations
functions in Psanam with further RP16tA consolidation.

d. An) decision to proceed before I October 19"4 should be made In the cooinnd
Pt staff -Channel.

6. IMOK: In sam4, the central issue coves down to this "bottoo, line"t now mach
mere support responstipility. if any, should be placed upon the Arwy component In the
Republic of Panama by internal DOD1&A realignmenti/Consollidation of functions, at a
tims this coaponent is exteondeji to its Ilimt in carrying out treaty related provisioons
and responsibilities? Any decision wh~ich adds aere responsibility should be made upon
S~e basis of what is best for thie Army *oeratll in the treaty onvirotnent.

POR TNIt C0WtSOLLZR OF TH AMW: 0. HEARD -

LTC. GS

LeAs.OOQ%.A

loci, CORl J. WRIC11T
1. V/4 Brigadier central. CS
2. added Director of Operation

anid Maintenance. Aroq

(93C 1001 Inclosures Withdrawn)
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*.iv proposed report in rtaponse to tht ASLJ(!M1aA.L) memorandum.

SDEMUY CHIEF OF STAFF r'nR PEPSO4NNE.:

VLiliMatt~n 4ý Leniards
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F ratOfta A

WM1. D 0~ ~ Comaolidation Study

1. Ikm accordai-ce with yomt 23 Jualy DIP. subject a. above, the Otaft Report oss

1. Imasmeb as other Service@ joslously guaard their tool property assets 6*4 appear.

from their commnts, .o mistrust Anry lintontio-s with respect to consolldatiot%, tht

Uair *Lurct. The entire iertue romine foggy and taiuSA13Jj kq..krSW4i f,.'r *r,.thiv

IMl (.011)~ one hold so for at a tie. vheu. nothisig vube~tauttve Pro or L.ot. 'M C

3 . Notably lackirg Is the study are recona4.atioms ce how to prtvted (Pos vl%-r -so
are miv. The "bottom. bottom lime' perhaps couald serve this PUarpose.

I4. 7accurwad 0?xt tpecific ritcamneatioua be "ade to 060 with reate' to I%* ofCa

J t*Tltiative Presented. Wg a CO~imAtIO0 Of t~O or War*. $OttSl.g re-,Utruiqs.t tairkel

,4ares Sac am "Wfewntation schedule. The disprity of Opaponor betv#96 -Crvicoc CI.-

IV militates for as 050 - directed consolidatio ft It och eomaolidation is t,. "~cut.

TO T)S. TU&M C4T 1,117 (W STAFF TOR MMMtStf~ AIM D~

,or Genesel, CS
Director of ovrslicAa
and 3eaftmess
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FkIviv, of Draft eport -Panama RP-h

a "IDr. Pitsvada/wc/71S92

11. .elerence .f. DAC4-HP4R. 23 July 1979, subject as above (attached).

i' l res pM•v;e to above reference, the following comnts are offered.
4. I

n. koeomwnd the setoion "f.yiond the Analysis* (pp 60-63) he
tv-p,'r"p4t. troa the rcpcrt. Paasona The section &s exactly what the title
sratr.er, it in opinion and not analysis and therefore beyond the scope

b. ftcovv' nd the voction dealing with Transportation be revised
•.. ddinaI data not included in the original study. bMasont

I'l.c study admits thot certain significant required information was not
,collcc'tod. Therefore, the conclusions regarding transportatica A.pa
,ot to o< based on solid data.

3. -. he situation in Panama to particularly wntcertais because wc do i.ot
really have information upon which to mtke our estimates ot the situa-cito

ft'r 1 t• '• 1979. we do know that as a teselt of treaty inplen.onta-
1*ion, th. Avny via1 wainti'.n 2.017.300 squa-* feet of real • . r .

,,..or ,,# tte 'roaty. Part ot this addictomal footage will b"
.- by "ua.ouisemnt* (e.g.. DOD schools). but part of it vll he

ivery co•lq•yx and demanding in term of resourows (e.g.. hospitals)- It-to'uld op.ýezt that due to changingl conditions &% Panama. it slotit be

|refexable tc p%.t asid* further consideration of thin coisonlidatlem utt' I
approximately orne year after treaty implementation. This voald i.ie us
t:%e opLzrtqnsty to assess what real property maintenance will be required'

-and .t what coet. RThe study currently assessae thc situation ill a ,& o-
,tr.nty envi;nn-%-nt. If the study recomiutnd.tions are &W1#emur.,eO. they

ould be implemer.tod in a post-treaty environpt. The two .ndt~orp
,re siqnific3nt~y da.'forvnt and since the study findings do hot rtv'vr&3i

1,W an'vircc or illpruv'otivnts. it ts highly quoptinnnblos t"at .v Le 'na.m'i
- nL'-'l it t'v' Jtirslnt t ie .

T'oik c rT, u-y -PHIiW OaF STAF FOR LOGISTICS,

K I

IsC I WI LLIALo X W SE
*rigadier OGenral. Gb
Director of Waourcos

and Managemar

I
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WIVIC"? Itsvicis of btaft beprott - PmnmdA kIt.4A Consolidation Study

I it rium~ wit~-tc I AT& a

1.A - ort,7Ot hsofc a rve"tWiilc Pgmte&4u AMA.)al 3e/vA)It
Vag rowI...d by the r.tmt Ptivielon, DALN-ZC?. Combined coments follow.

ranaga. 1t'vtvwr it '.11.i tv sui,"'tt a pe-rtscAr aiitot"tIwa. In "Wes~ota
bottomn liwa, theit 44 a :-t~moeml( irparea.41 to the probIta. I* this tsc*.. anivr?
This is ,~~a bOe.eg on the 6", 1 "atweets of? bch of the. r-Pport al-d It.

need to rat gnat* r ith Mf the suprost date. thts @111,. ouaoseto that another 1r-Otoc~wee
r~ev~aiew t: ?b.) t. to cat&?: las ae:4 toA tot additiunal guidancei~. auttl

to. Ccmetrnt% fit's 'he Alt P.'sco and Pa'A should he Sorvite-ouppn~ar Posittions &I-A

aso" the evtvl.ýes ttt.t *itul4 ro.t change os haw* to be aiatf*si 4b PvC'.a rL..tr c

of Panamti.

C. *Lt In aho,.l..: be teketi to set n.n n.itro lot it I t teat santlanrds for .ese
!ote, u~'.. !.?2 ~ (t I- tht' -ro Via~ 5 ttt *1h 1 rt'tfM-1%v *h.

work fvtc'. The .It Ta'rqe -0tl taiI. the.C, A' t& Tl *hI o cit thca-%Ct" 1' t t

L a~eaietde *apvAw1 LAI hottL.4a .ad ý-L&aned..

d. The "1r~vc~u&1#is,* ,;action Wil. appears te, support Alt.,rnatfv* 2,
of PUM~A unt

4
ct a sl,%de manager. 1,ut thi% im not ade clear, On~ the olieot h?.n4 he

report *qcartrA eth SUPPujrtl "ncr .cIVres Altfasatje#,-l ) n.A 4. g n
c'aisolidattio i Part ?ete ir nai.t clperl-p dva'as,je) alzkre awl In Its ow 1Ih, ?.Or.0

~aIt cleatly %nJ*aarcbl*." A .15eVf XS( Iroution should be stated.

An'!a rjueltinns teG~at:. l* % r-port too~d~ ret ested tk% WIA, ro..pf.. A. av,

Intl 't''

wsz PA41 is acsT QUM"I

2

.5..1...2..



DA1N-RIMI-C(9 Aur. 79)
StllJ'C1: Review of Draft Report - Panama RiU1 Consolidated Study

f TO A•AN-I4PZ-X FiSH MIM-REZ-A IATM 31 Aug 79 CK 2
Mr. Jaster/pfh/3(.17.

1. Referencee:

a. DMSD(Wi) M4eao, . Dec 71, for ASA(II&FK), ASN(ORA&L), ASF(AFQ 1)g STC,
I •s uLjoct as above.

b. DAUN-ZCI PSG, DTG 1bO2432 DIC 70, subject: Implemntation of ODD
Planning Gutdeace for US Military Installations in Panama. (Copy furnished.)

c. 1DL3N-MR 1M4n for ISC, 13 Dec 78t, par& 3e(2); Annex A, page A-1l.

2. It is noted that, by Reference A, OSD stated: "Consistent with accelarating
those act ions necessary for iaplommntation of the treaty, the RPM study require-
sent is hereby cancelled, with the evaluation of feasibility of consolidating

anaSgement responsibility for facility improvements incorporated Into the RM
Consolidation Study. 1The raieinder of the study effort, concerniag single

Army, as COD executive ageenT ror those load end water areas to constitute

Defense Coplax-Panesw will establish an appropriate office tn-country for
that purpose and in advance of I October 1979." It to also noted that
Reference b stated, "The feasibility of record kaeptnF and accountability for
facilities tmprovements: i.e., buildings, structures, roads, parking areas,
fencing, utilittes, etc., by a single service has been incorporated into RIRA
Consolidation Study."

3. The final sentence of Reference Ic refers to "record keeping for rval estate"
and states that u.eaus fur accomplishment of such record keeping "will be a
subject of the RM Consolidation Study." In view of Reference Ic, and tie
guidance as noted in pOraLreph 2 above, it is requested that future draft
chanyes and the publication of the sut;ject study be coordinated with this
directorate.

.. Reccumend that definitions of the terse set out below, and the functions
eonvisa-;ed by use of the teorm, be put iuto the draft and final study:

a. Real estate record keeping (e.g., pare 24c of Study).

I. Record keeping0 for real estate (e.g:.. ieference Ic above).

s--30
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DARN-RIN-C(9 Au6 79) 31 Aup 79
SUMJECT: Revtew of Draft Report - Psnants Consoltdated Study

5 5. Tits study report shiold specifically disLintauislh between the terms "reel
estate records" and '_roal grogerty gccontwabIlttv recordg." The technical
real estate sorvices function performed Ljy the Corps of Uitneere does not
itnclude i•aintenance of real nrOnemtv accountability records.

I Incl AWZLI.

F a .

LAST PAWE OF VOLIum z
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